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Abstract

HIGHER EDUCATION AND THE SOCIAL CONTRACT: ACHIEVING
ALIGNMENT WITH THE SERVICE MISSION IN THE LIBERAL ARTS/
SCIENCES AT URBAN U N IVERSITIES
by Jackie Cook Elston, Ph.D
A dissertation submitted in partial fulfillment of the requirements for the degree of
Doctor of Philosophy, Public Policy and Administration, Virginia Commonwealth
University.
Virginia Commonwealth University, 1 999
Major Director: David R. Hiley, Ph. D., Professor, Center for Public Policy

American higher education exists today in an environment of
accountability. The public is demanding full participation in addressing the
considerable social, health and economic problems facing society. Despite
explicit statements of commitment to public service and community outreach
however, according to numerous studies conducted over the past twenty years,
universities are not articulating this commitment in faculty roles and rewards.
This study advances the discussion of roles and rewards at one particular
model of institution - the urban university. The focus is on the behavior and
attitudes of academic leaders at these unique institutions to determine the extent
to which faculty public service activities are valued . The liberal arts/humanities/

sciences schools at urban universities are the unit. of analysis based on the
knowledge these faculty can contribute to the solution of social problems.
A descriptive research design was developed to determine the prevalence
of certain attitudes at a sample of urban universities. Cross-sectional and case
study methods were used to survey 70 institutions. Based on the findings of the
study, the conclusion is drawn that, overall, strategies, rewards and structures at
the majority of liberal arts/humanities/sciences schools that were part of this
study are not in alignment with the public service mission.
Authors of organizational theory claim that congruence - alignment of
goals and rewards - is necessary for success. Interviews with deans of schools
that were determined to be "successful" in aligning rewards yielded common
philosophies regarding articulating the service mission. For example:
•

•

Boyer's broadest view of scholarship has been incorporated into efforts to
redefine faculty roles and rewards.
"The partnership is the new concept that replaces volunteer work with
creative, m utually-rewarded research and teaching in the community setting."

Chapter One
Introduction and Problem Statement

When the fourth conference of the Coalition of Urban and Metropolitan
Universities was held in the summer of 1 996, it was with a shared sense of
urgency and a renewed commitment to the success of urban and metropolitan
universities as they face the challenge of the new century (Barnes, 1 996). This
urgency is felt by many in the academy who no longer can deny the growing
communications gap between higher education and its publics. There are claims
that faculty spend too much time on esoteric research and too little on issues of
concern to society. "Performance indicators," "assessment" and "accountability"
are common terms in the lexicon of higher education today. And most all have
acknowledged that the "manifest destiny" of continued expansion for universities
is an era gone by (Ewell, 1 994, p. 8 1 ).
What is notable about the current debate is the extent to which it is
occurring outside the academy. Politicians and business leaders
publicly question whether universities are adequately educating and
training the nation's future work force, or effectively contributing to
the nation's economic development. Parents and students ask
whether they're getting what they're paying for with their tuition
checks. Nearly everybody seems to know what universities should
be providing them, and to doubt that universities are doing so.
On one thing, though, there is widespread agreement. It is that
universities can no longer set themselves apart from the
mainstream of human events, from the central issues of the day.
Universities are expected to make important contributions to the
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solution of nearly every critical
(Langenberg , 1 990-91 , p. 9).

problem

our society faces

Peggy Gordon Elliott discusses in The Urban Campus ( 1 994) how major
changes in society have created significant implications for the delivery of higher
education. She concurs with what many in higher education have claimed for
decades now - that urban and metropolitan universities are "outwardly oriented"
and have aligned their missions with public needs and expectations. There are
numerous efforts across the country to fulfill the service mission by creating links
between the urban university and the community in which it resides.
Where we encounter a problem is when we look closely to see if
institutional faculty roles and rewards are aligned with the mission of public
service and community outreach. Many surveys conducted during the last 20
years have resulted in findings similar to those of the American Association of
State Colleges and Universities (AASCU) study in 1 980 - most of the AASCU
institutions had not found an effective way to integrate public service into faculty
roles and rewards. This, reportedly, was a problem common to all institutions of
higher education (Crosson , 1 985).
Another study conducted in the early 1 980s by Lynn Johnson supported
this conclusion - that faculty work is not aligned with the service mission.
It is remarkable that so much ambiguity still surrounds the service
function of the university. The uncertain status of service is a
matter of urgent concern today when higher education is
increasingly being called upon to play a larger part in economic
development and to contribute to other social objectives. Service is
not well integrated into the work roles of faculty members.
Expectations and rewards for its performance remain unclear.
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Faculty members see little connection between service and their
salaries or advancement and need to weigh the institutional and
personal benefits against constraints of time and potential conflict
with other duties (1 984, p. 23).
More recently, the problem was exposed in a study of seven institutions
that was undertaken in 1 995 by the New England Resource Center for Higher
Education. That organization set out to assess what structures were in place in
support of faculty professional service at institutions that articulated a "clear
service orientation or culture" (Singleton, Burack & Hirsch, 1 997, p. 3). The
authors reportedly were surprised to find the existence of "service enclaves" as
opposed to a service culture.
Service enclaves occur when there is an articulated institutional
commitment to service but institutional involvement with service
activities is unplanned and haphazard . This is demonstrated by
symbolic support and physical resources, but little attention to the
inclusion of service in policies and rewards. Such groups support
the outreach activities of the faculty within them, but are
marginalized within the institution because of their emphasis on
service (Singleton, Burack & Hirsch, 1 997, p. 4).
Focus and Rationale of Study

The focus of this research project is to advance the examination and
discussion of faculty roles and rewards, in particular in the liberal arts and
sciences, at urban universities and to learn more about how these institutions
value and articulate the service mission. A goal is to move beyond the rhetoric of
mission statements to the reality of institutional priorities.
Jamil Zainaldin, writing in 1 994, claimed to have reviewed 91 campus
initiatives relating to faculty work and rewards at research and comprehensive
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universities and liberal arts colleges. He reportedly found few that addressed
issues of service and "only one was noted that offered a systematic definition of
service to include scholarship in the community" (p. 3 1 ). He also cited a survey
of historians in which more than 80 percent of respondents either agreed or
strongly agreed that their academic reward system encouraged them to write for
academic audiences but discouraged them to reach out to other audiences
(Zainaldin, 1 994, p. 32).
Service to society is manifested in the university sharing its expertise and
its capacity for reflection with the larger community. "The distinctive contribution
the university can make to social change is based on the knowledge it can bring
to the solution of social problems . . . particularly the advance of knowledge in the
social sciences" (Martin, 1 993, pp. 205-206). "Knowledge utilization" universities
can contribute to solving multi-dimensional social problems by developing
organizational cultures that support the mission of utilization of knowledge
(Bernstein, 1 994).
Other scholars emphasize the importance of the liberal arts in the study of
contemporary urban issues as well. Pelikan poses that "such questions must not
be confined to the social sciences but must look at the interaction between those
d isciplines and the arts, the humanities, and the sciences of human biology"
( 1 992, p. 1 40). Without full participation of the liberal arts, humanities and
sciences faculty, universities cannot begin to address the social ills that plague
our urban communities.
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The foundation of the research effort for this project is stated in the
primary hypothesis: faculty roles and rewards in the liberal arts/sciences at

urban universities are not fully aligned with the service mission. The study
examines and describes conditions at a number of urban and metropolitan
universities in order to assess the prevalence of particular values and the extent
to which these institutions have aligned their faculty roles and rewards with their
mission of service.
The study presented here is unique in that the research is conducted
exclusively at urban universities - those universities claiming the strongest
commitment to public service - and presents self-reported behavior of deans and
provosts, academic leaders who play important roles in the scholarly agenda. It
is believed that the opinions of deans would be of great value in such a study
based on their experience as faculty, their participation in promotion and tenure
deliberations, their knowledge of and interaction with university leadership, and
the fact that they are in a position to influence faculty behavior. Opinions of
provosts were sought to provide data for comparison of leader values.
Related Research

The literature relates research about the service mission in higher
education that has been conducted over the past 20 years. Most studies
involved surveys of faculty and/or administrators regarding beliefs about the
value of public service and community outreach activities as they related to
faculty rewards. A number of studies over the years have been limited to the
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institutions in one particular state; some had a broader scope of a large number
of universities across the country or of a particular classification of institution.
Some of the studies (in chronological order) reported findings as follows:
•

Results of a 1 980 comprehensive study of AASCU institutions noted that "in
all types of decisions (Le . , employment, promotion, tenure and salary) the
majority considered public service of minor importance" (Crosson, 1 985, p.
25).

•

A 1 983 study of graduate social work deans indicated that community service
was the least valued and rewarded of faculty activities among university
admin istrators and among deans (Euster & Weinbach, 1 983).

•

In a study of 1 000 faculty at five Ohio state universities, 74. 1 % of respondents
agreed that there were pressing needs for service outside the university in
areas related to their fields. However, most faculty responding thought
external service had very little impact on their regular salary (81 .4%) or on
promotion and tenure decisions (72. 1 %) (Johnson, 1 984).

•

A study of 1 35 tenured faculty in the Social Studies Division in a research
university was conducted for the purpose of examining the values faculty
place on research, teaching , and service when conferring tenure and merit
pay - decisions that initially are made at the faculty level in the institution.
Faculty across the division overwhelmingly agreed that service has almost no
impact in tenure decisions. All faculty are expected to do some service, but,
"no one has ever been found lacking in service" (Kasten, 1 984, p. 507).

•

Data from the 1 987-88 National Survey of Postsecondary Faculty of 4,481
full-time, tenure-track faculty from all types of four-year institutions showed
that time spent on service was not significantly related to pay. The data also
revealed that administrators from all types of colleges and universities use
faculty salaries to reinforce norms supporting research and scholarship, not
teaching or service (Fairweather, 1 993).

•

"Data from the Carnegie Foundation's 1 989 survey, The Condition of the
showed that faculty believe that
promotion and tenure are dependent on research regardless of type of
institution" (Fairweather, 1 993, p. 46).

Professoriate: A ttitudes and Trends,

•

A 1 989 study by Syracuse University of 23 public and 1 4 private research
institutions in the first four Carnegie classifications concluded that "an
emphasis on research implicitly or explicitly denies proper rewards and
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recognition for teaching, as well as for service" (Gray, Froh & Diamond, 1 992,
p. 1 3).
•

A study of the perceptions of 3 1 4 faculty at a large urban university
concerning college rewards for various areas of job responsibilities found that
community service received a mean rating of 2.30 on a scale of 1 to 5 with 1
= very poorly or not rewarded and 5 = very well rewarded (Cook, Kinnetz,
Owens-Misner, 1 990).

•

A 1 992 study of 23,000 faculty, chairs, deans and administrators at research
universities indicted that the reward system was unbalanced. "If the other
areas of service and teaching are lacking but research is strong, then
promotions will follow" (Gray, Froh & Diamond, 1 992, p. 1 3).

•

A 1 992 study of g raduate social work deans replicated Euster & Weinbach's
1 981 and 1 983 surveys and found virtually no change in the value placed on
service. "A decade ago, community service was deemed the least important
criterion among deans and directors, and it was last again in the 1 992 data"
( 1 994, p. 32 1 ).

•

A 1 993 report conducted by the Ohio Legislative Office of Education
Oversight focused on how faculty are rewarded at Ohio's 1 3 public
universities. "According to those interviewed, service contributions carry little
to no weight in tenure decisions and are only marginally more important
d uring promotion decisions. Service is described as being 'tagged on' at the
end of the tenure and promotion review process by one university
administrator" (1 993, p. 1 2).

•

In a 1 994 survey conducted of 290 AASCU and NASULGC member
institutions, all 1 86 respondents reported the perception that public urban
serving universities have a responsibility to render useful and dedicated
service for the welfare of their community. However, more than 71 % of
respondents perceived that "lack of recognition of community service for
faculty as a scholarly activity" was either a significant barrier or somewhat a
barrier to meeting the metro/urban mission through community service
activities. Only 28.6% claimed this was not a barrier ( 1 995, p. 8).

•

A 1 994 study examined the importance of community service at 45 colleges
and universities in urbanized areas of Ohio via a survey of chief academic
officers. Findings suggested that, despite increased attention to community
service, as well as its importance in the stated mission of many institutions,
commun ity service remains a peripheral function that is not well integrated
into most institutions (Saga ria & Burrows, 1 995).
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In a 1 995 survey of faculty in the New England region conducted by the New
England Resource Center for Higher Education (NERCHE), 92% of faculty
said they were encouraged to engage in professional service, but only 3 1 %
said there were explicit criteria used to document and evaluate professional
service in promotion and tenure decisions at their university (O'Meara, 1 997).

•

A 1 995 study of faculty at the University of Illinois at Chicago identified
several constraining factors to public service. Among those were inadequate
mission definition, the reward system and a culture that does not see public
service as a scholarly pursuit (Norman, 1 995).

•

A 1 996 study of 400 members of the POD (Professional and Organizational
Development Network in Higher Education) at four-year colleges and
universities indicated " . . . that barriers still exist to adjusting the faculty
reward system so that it more aptly accounts for faculty's creative endeavors"
(Moxley, 1 996, p. 1 93). When asked how their institution values certain
activities in the annual evaluation of faculty scholarship, scholarship that
integrates existing research and scholarship that applies existing research
each were given a value of 1 9% out of 1 00% as compared to scholarship that
discovers new information (valued at 44%) (Moxley, 1 996, p. 1 99).

•

Findings of a 1 996-97 survey of 1 1 research and doctoral institutions to
determine how faculty, department chairs and academic deans perceive the
balance between research and other faculty activities noted a decline in the
respondents reporting a strong personal emphasis on research (as compared
to those responding in the 1 992 study by Gray, Froh & Diamond). However,
open-ended comments indicated that, while institutional rhetoric had
changed , policies and practices for promotions, tenure and merit pay continue
to reward research (Diamond & Adam, 1 998).

•

The New England Resource Center for Higher Education (NERCHE) at the
University of Massachusetts Boston discovered from a survey of colleges and
universities in New England that the majority of the deans and chief academic
officers who responded to the survey said that public work was part of the
mission of their institutions. However, when "asked specific questions about
structures, resources and rewards in support of this emphasis, much smaller
percentages showed concrete support. The result is that the efforts of
individuals on campuses are privatized , invisible, isolated , uncoordinated , and
not strategic" (Gamson, 1 999, p. 1 1 ).

In all cases, the conclusion was that the academic reward structure is likely to
affect the activities which faculty undertake and the skills they choose to acquire.
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And in virtually every study, research shows that alignment of faculty roles and
rewards with the service mission still has not been achieved.
In 1 995, Barbara Holland, currently the executive editor of the journal
Metropolitan Universities,

carried out a study of urban universities to

"characterize the components of that institutional mission type and evaluate how
well an institution reflects the features of its purported mission" (p. 1 4). Dr.
Holland's study examined the characteristics of three urban institutions on broad
dimensions. She reported that "academic administrators were deeply concerned
about the incongruity between the reward system, which they described as
focused almost exclusively on publications and grants, and the campus mission
which called for the institution to address urban concerns" ( 1 995, p. 1 82).
The study here was designed to research this issue further by describing
conditions relating to public service and community outreach at a larger number
of urban universities, by ascertaining deans' and provosts' perceptions and
decision-making behavior regarding faculty roles and rewards, and by examining
strategies and philosophies that might be applicable at a number of institutions.
Gaining a better understanding of the extent to which this particular type of
institution in the higher education community really values public service is the
ultimate goal.
Using a case study approach and survey methodology, this study will
obtain answers to the following research questions:
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•

•

•

To what extent do deans of schools of liberal arts and sciences and provosts
at urban universities perceive that a high value IS placed on public service
and community outreach activities at their institutions?
To what extent do deans of schools of liberal arts and sciences and provosts
at urban universities perceive that public service and community outreach
activities have a positive impact on promotion and tenure and faculty salary
increase decisions at their institutions?
What relative value do deans of schools of liberal arts and sciences and
provosts at urban universities place on public service and community
outreach activities by their faculty?
To what extent do deans of schools of liberal arts and sciences and provosts
at urban universities perceive that conditions, strategies and structures in
place at their institutions encourage faculty participation in public service
activities?
The final phase of this study examines strategies and structures that are in

place at urban universities that appear to be "successful" at alignment with the
urban service mission. The rationale of this effort is to add to the body of
practical knowledge any programs, policies, procedures, or conditions that may
be of use in similar environments to assist in articulating the distinctive public
service mission of urban universities.
Definitions

Definitions of certain entities or concepts are provided here to facilitate
understanding of terms as review of the research proceeds. The terms "urban"
and "metropolitan," while distinguishable for certain purposes, are used
interchangeably in this research to describe a particular type or model of
institution of higher education - the urban university.
In 1 970, Goodall claimed that " . . . there are some universities whose
overriding characteristic is their urban nature. Indeed their urban environment
provides a major part of their raison d'etre" (p. 45). There since has been a
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consensus among most scholars of higher education that the urban university is
"not merely located in a city; it is also of the city" (Bonner, 1 98 1 , p. 48).
In the early 1 970s, when administrators from the City College of New
York, the U niversity of Cincinnati and the University of Pittsburgh gathered to
discuss common challenges at major urban public universities, they debated
criteria for "membership" in their informal group. Eventually, the organization
came to include the twenty-one peer-selected institutions - even though it
continues to be referred to as the "Urban 1 3" - that share a philosophy about the
urban mission. These universities are informally acknowledged by the national
higher education organizations as representative of this particular model of
institution (Holland , 1 995).
Dillon's characterization in 1 980 of this "new kind of university" still is
applicable today:
•
•
•
•
•
•

It is located in a major urban area.
It has a substantial number of commuter students.
It offers programs which make higher education accessible to more people.
It is urban oriented in its education , research and service strategies.
It has a range of professional schools or graduate programs.
It demonstrates a sense of responsibility to urban constituents and an urgency
in the need to cope with these problems.
The U. S. Department of Education publishes criteria that institutions must

meet in order to be designated "urban grant institutions" eligible for funding under
the U rban Commun ity Service program, authorized by Title XI of the Higher
Education Act of 1 965. The program provides grants to institutions of higher
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education "to work with private and civic organizations to devise and implement
solutions to pressing and severe problems in their urban communities."
The statutory requirements specified in Title XI, Part A, of the Higher
Education Act of 1 965, provide that an eligible applicant be either:
(a)
(b)
(1)
(i)
(ii)
(iii)
(2)
(3)
(4)
(5)
(6)

A nonprofit municipal university, established by the governing body of the
city in which it is located, and operating as of July 23, 1 992; or
An institution of higher education, or a consortium of such institutions any
one of which meets all of the following requirements It is located i n a n urban area. The term "urban area" means A metropolitan area having a population of not less than 350,000;
Two contiguous metropolitan areas having a combined total population of
not less than 350,000; or
In States without an urban area meeting either of the above criteria, the
urban area designated by the Secretary.
It draws a substantial portion (at least 40%) of its undergraduate students
from the urban area in which it is located or from contiguous areas.
It carries out programs to make postsecondary educational opportunities
more accessible to residents of the urban area or contiguous areas.
It has the present capacity to provide resources responsive to the needs
and priorities of the urban area and contiguous areas.
It offers a range of professional, technical , or graduate programs sufficient
to sustain the capacity of the institution to provide these resources.
It has demonstrated and sustained a sense of responsibility to the urban
area and contiguous areas and the people in those areas.

Clearly, urban grant institutions are characterized by certain attributes as well as
a philosophy concerning, and a responsibility to, their urban communities.
The journal Metropolitan Universities describes or defines such institutions
as serving an urban/metropolitan region and subscribing to the principles outlined
in their "Declaration of Metropolitan Universities:"
We, the leaders of metropolitan universities and colleges ...
•

•

reaffirm that the creation, interpretation, dissemination, and application of
knowledge are the fundamental functions of our institutions;
accept a broad responsibility to bring these functions to bear on our
metropolitan regions;
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commit our institutions to be responsive to the needs of our communities by
seeking new ways of using resources to provide leadership in addressing
metropolitan problems through teaching, research, and service.

Our teaching must:
•

•

•

educate students to be informed and effective citizens, as well as capable
practitioners of professions and occupations;
be adapted to the diverse needs of metropolitan students, including minorities
and underserved groups, adults of all ages, and the place-bound;
combine research-based knowledge with practical application and
experience, using the best current technology and pedagogical techniques.

Our research must
•

seek and exploit opportunities for linking basic investigation with practical
application, and for creating interdisciplinary partnerships for attacking
complex, metropolitan problems, while meeting the highest standards of the
academic community.

Our professional service must:
•

•

•

develop creative partnerships with public and private enterprises that ensure
the intellectual resources of our institutions are fully engaged in mutually
beneficial ways;
include close working relationships with elementary and secondary schools
aimed at maximizing the effectiveness of the entire metropolitan education
system;
make the fullest possible contribution to the cultural life and general quality of
life of our metropolitan regions.

Volume 9 Number 1 (Summer 1998), p. 1 1 2

By virtue of membership in this coalition of urban and metropolitan
universities, the institutions claim that "We are shaping and adapting our own
structures, policies, and practices to enhance our effectiveness as key
institutions in the lives of our metropolitan regions and their citizens" (Coalition of
Urban and Metropolitan Universities, 1 998, p. 1 1 1 ).
As we embark upon the 2 1 st century, urban universities still are striving to
fulfill these responsibilities. These institutions are quite different from universities
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that just happen to b e located in a n urban area. The publics they serve and the
distinctiveness of their urban mission define them.
The other term to be defined for purposes of this study is the third
component of the mission trilogy of teaching, research and service. In a 1 985
survey of the National Association of State Universities and Land Grant Colleges,
1 00 respondents agreed on the following definition of "public service:"
Public service is a programmatic relationship between a college or
university and external groups to bring knowledge resources more
directly and effectively to bear upon the identification,
understanding, and resolution of public problems. The
programmatic relationship will exist between the academic
institutions and external agencies or organizations, public and
private, at local, regional, state, and national levels. University
knowledge resources may be delivered through training programs,
workshops and seminars, continuing education, applied research,
technical assistance, exchanges of personnel or other specially
designed programs. Problems addressed may be related to policy
in such areas as education, housing , energy, environment,
government decision-making and operations, to name only a few,
or the services may involve assistance with technical problems or
technology transfer (Crosson, 1 988, p. 5).
In her 1 984 survey of faculty to assess attitudes toward universitysponsored service programs, Lynn Johnson defined "external service programs"
as: . . . activities which are formally sponsored by a department, college/school,
or other university unit. Such programs primarily include:
•

•

•

Instruction or training - workshops, seminars, conferences and courses which
augment the regular curriculum and are usually offered to external individuals
and groups.
Clinical and laboratory services - services offered to the community in a
clinical or lab setting which include a training component for degree students.
Research, consultation, and technical assistance - services involving
problem-solving, analysis, evaluation, design or developmental assistance.
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These may be paid or unpaid, and may involve a grant or contract or simply an
arrangement between the institution and the client.·
Please note that the above d o not apply to activities of a purely individual nature
even though they may represent important contributions to community or
profession. Thus, volunteer work, private consulting, or d isciplinary participation
are specifically excluded from consideration unless they are formally sponsored
by some unit of the university (1 984, Appendix A).
The above definitions are consistent with the interpretation of terms for the
purposes of this study.
Organ ization of the Dissertation

This research effort is supported by an extensive review of the literature
on higher education, faculty roles and rewards, and articulation of the public
service and community outreach component of the university mission . Chapter
Two presents a history of American higher education, the various "models" of
institutions and their missions, and a parallel examination of the evolution of
faculty roles and rewards and the "alignment" or "fit" with those missions. A
description of the changing internal and external environments that influence,
and are influenced by, higher education also will be included, as will a d iscussion
of the social obligation of these institutions. The study will continue with a focus
on urban universities, the behavior and attitudes of decision makers at these
unique institutions and discussion of whether or not, according to organizational
design theory and the congruence theory, these institutions are destined for
"success."
Chapter Three describes the research design and methodology developed
to accomplish the goals of this study. Strategies for data collection are
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explained , as are the instrument design, the population to be studied and the
logic in the selection of the unit of analysis and informants.
Chapter Four reports the quantitative data from the survey conducted as
part of the cross-sectional design. Research questions are answered and
discussions on the prevalence of certain conditions at urban universities are
presented . Chapter Five reviews follow-up interviews and document analysis
conducted as part of the case study that informs the conclusions. The
philosophy and practices at universities that are considered to be "successful" in
alignment of faculty roles and rewards with university mission are considered.
Finally, conclusions and recommendations for future research are made.

Chapter Two
Review of the Literature

The review of the literature will provide a conceptual framework for
understanding the purpose of this study. Emphasis is placed on the significance
of the social responsibilities of the university as an agent of change.
The chapter is organized to present an historical account of American
higher education and the evolution of various "models" of institutions. An
appreciation of the heritage should assist in developing a perspective on
contemporary issues. Fortunately, a robust literature addresses the role of
higher education in the maturing of this nation. To structure a narrative relating
such a lengthy history, emphasis is placed on significant eras and policies as well
as on emerging models and cultures.
The review further explores the literature on organizational effectiveness
and corporate strategy and the significance of alignment of structure with
institutional mission in the success of an organization. Articulation of the service
mission in faculty roles and rewards is a key focus.
The History and Evolution of American Higher Education

The history of higher education in the United States closely parallels the
social, political, cultural and economic revolutions of our society. Universities
17
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always have had a symbiotic relationship with American public policy through the
decades - at times taking up the causes of those factions at odds with the status
quo, at others responding to the demands of the new democracy in its struggle to
serve all of its publics.
In The Good Society, Bellah et al. quote the historian Daniel Boorstin, "If
there was to be a new American religion of education, the universities were its
cathedrals, j ust as the high schools later would become its parish churches. It
was no accident that American universities adopted the architecture of the great
age of European cathedral building" ( 1 99 1 , p. 1 46). Today, these institutions are
central in our society.
Clark Kerr, considered one of the foremost observers of American higher
education, in his foreword to Higher Education in American Society (Altbach,
Berdahl & Gumport, 1 994) outlines a number of particularly significant periods in
the history of higher education in the United States:
1 . The founding of American colleges in the Colonial period. They
were mostly founded jointly by churches and the Colonial
governments. The general purpose was, as stated for Harvard : "to
advance Learning and perpetuate it to Posterity; d reading to leave
an illiterate Ministery to the Churches . . . " This was a bilateral,
m utually supportive endeavor. The endeavor, by common effort,
was expanded from the creation of a ministry to encompass the
other historic professions of teaching, law and medicine. The
relation was intense, bilateral, with a common goal, and thus
cooperative.
2. The founding of American research universities after the War
Between the States. This was another period of enhanced
interaction. There were two sources of new initiatives - one
external and one internal. The external one was government . . .
with the Land Grant movement. This movement reflected the new
economy based on the rise of industry and on the rise of
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commercial agriculture as a great source of exports . . . . The
internal initiative originated with articulate academic adherents of
the German model of the research university, with its orientation
toward scientific investigation and training . . . . American higher
education underwent a revolution in the control of its colleges and
universities (the state versus the church), in the content of the
curriculum (science versus morality), and in many other ways.
3. The "great transformation " during and after World War II. This
was, once again, a time of heightened intervention and of new
initiatives - this time far more complex than the two prior periods.
Federal support of scientific research was one new initiative, to win
first the hot war and then the cold war. Equality of opportunity was
a second initiative, first to reward the returning Gis and then to
accommodate the emerging minorities and women. The third
initiative came from labor force requirements, particularly centered
around the new electronics symbolized by the computer. In each of
these initiatives, higher education (mostly) joined in - it also wanted
more research, more equality of opportunity, more high-level
training of skills. It was a Golden Age.
4. The "time of troubles " - the 1 990s and beyond. Here society is
mostly the initiator, with higher education, for the first time, mostly
the defender of the status quo rather than the joint initiator, or at
least a cooperative partner, in the new endeavors. Society is the
aggressor. . . . (pp. 1 0-1 1 ).
Higher education in young America was considered to be somewhat
unique. In a country that was founded because of religious oppression,
institutions became increasingly secular a s the nation matured . Higher education
also became quite liberal in a relatively intolerant society. And it was considered
practical or vocational even though it paid little heed to utilitarian concerns such
as agriculture until the mid-nineteenth century (Westmeyer, 1 985).
Although the first Colonial colleges were avowedly religious, modern
education is predominantly secular. "One can hardly touch the history of
American colleges and universities at any point from the closing decades of the
seventeenth century to the opening decades of the twentieth without finding
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some major development which is closely related to the process of
secularization. In this respect, as in many others, education has responded to
the climate of the society it serves" (Hofstadter & Hardy, 1 952, p. 3).
The Early Colonial Colleges

In the early 1 600s, the Puritans considered a learned ministry vital to their
new communities and believed that every man was obligated to learn to read the
Scriptures. So, just six years after Boston was founded in 1 630, Harvard College
was opened. The institution's earliest publications announced its primary goal:
"Every one shall consider the main end of his life and studies to know God and
Jesus Christ, which is eternal life" (Lucas, 1 994, p. 1 04).
Second only to its religious purpose was the new college's civic function.
It was entrusted with the responsibility of preparing men of the ruling class for
their role in society. The fate of both religion and the established social order
depended on Harvard's success in d ischarging its duties (Lucas, 1 994).
Puritanism suffered a general decline in the late 1 600s and Anglicanism
and other religions became more common in America. The head of the Anglican
church in Virginia proposed a new institution for his state, and a royal charter was
granted to the second Colonial college in 1 693 by England's leadership at the
time, William and Mary. Initially the faculty were the governing body of the
school, but later were denied autonomy by the Virginia courts who turned the
authority over to the board of visitors. While Harvard had avoided a royal
charter, William and Mary welcomed it because it allowed the college two
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members in the House of Burgesses and , therefore, some voice in public affairs
(Westmeyer, 1 985).
The colonial colleges' mission of higher education for leadership in
public service was tied to the corollary that society had a
permanent commitment to the institution. For example, the charter
for the College of William and Mary stated that the institution was
"To be supported and maintained in all Time coming . . . . " To put
this commitment into perspective, today the ten oldest chartered
American colonial colleges are still operating while over 80 percent
of small businesses fail within a year. Whereas the 1 982 Carnegie
Study emphasized higher education's concerns about government
intrusion, in the colonial period , institutional endurance was only
achieved by mutual respect of college and state (Altbach, Berdahl
& Gumport, 1 994, p. 23).
The College of William and Mary in Virginia had a grammar school in
addition to schools of philosophy and divinity. Like most of the colleges of the
day, William and Mary claimed an obligation to a particular group outside the
realm of their society - the American Indians. One of their major purposes was
to convert the I nd ians to Christian ity (Westmeyer, 1 985) .
Chartered by the colony of Connecticut in 1 701 , Yale was a reformed
Puritan college. Though its mission was to protect the religious principles of its
founding fathers, the era and location allowed much greater theological and
philosophical deviation from previously accepted truths than was the case at
Harvard.
The farther on the frontier people were located, the more d istant were their
beliefs from the approved faith. Thus New Jersey became predominately
Presbyterian and the fourth Colonial college, Princeton, was chartered in 1 746 by
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King George II of England to serve primarily as a Presbyterian seminary
(Westmeyer, 1 985).
The remainder of the Colonial colleges were chartered as follows:
Columbia, 1 754; University of Pennsylvania, 1 755; Brown, 1 764; Rutgers, 1 766;
and Dartmouth, 1 769. Among the thirteen colonies, New Jersey had two
colleges and Maryland, North Carolina, South Carolina and Georgia had none
until after the Revolutionary War when each state, except for Delaware,
established one or more colleges (Westmeyer, 1 985).
Each of the early Colonial colleges shared the same broad mission as that
enunciated by Harvard , namely, educating civic leaders and preparing a learned
clergy. The faculty themselves were, for the most part, clergymen. At no time
prior to the American Revolution did these institutions touch the lives of the
majority of the people. The question was whether schools of higher learning,
heretofore adapted to life under a monarchy and wedded to essentially
aristocratic notions of leadership, could be adjusted to serve the emerging
American democratic order (Lucas, 1 994).
During the seventeenth , eighteenth, and early nineteenth centuries,
American colleges were conceived and operated as pillars of the
locally established church, political order, and social conventions.
These local arrangements were relatively stable, widely accepted
as legitimate, and comparatively well integrated with one another.
Yet while the pre-Jacksonian college was almost always a pillar of
the establishment, it was by no means a very important pillar. An
American "college" was in some respects more like today's
secondary schools than today's universities . . . . With the wisdom
of hindsight it is tempting to conclude that these colleges influenced
neither the intellectual nor the social history of their era. Indeed , it
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could be argued that America overinvested in higher education
during the pre-Jacksonian years (Jencks & Riesman, 1 968, p. 1 ).
The curriculum in these early American colleges was an adaptation of the
English medieval teachings. The prescribed course of study was based on a
fixed body of knowledge intended for the education of a community of gentlemen.
A college curriculum reveals two concepts: the educated community's
perception of what knowledge is most worth transmitting to the cream of its
youth, and what kind of mind and character an education is expected to produce.
The curriculum is a barometer by which we measure the cultural pressures that
operate upon the institution. The American college curriculum prior to the Civil
War consisted of the classics, religion , moral philosophy, mathematics, logic and ,
occasionally, elementary physics and astronomy.
With the development of an open society during the early decades
of the nineteenth century and with the coming of greater social,
political, and geographical mobility - with the development of all
those tendencies that have been roughly and rather inaccurately
designated as Jacksonian democracy - the inherited educational
system began to be challenged . American society was too
democratic to accept completely the idea of a gentleman's
education, too practical and perhaps too philistine to continue to
accept complacently its classical content, too dynamic and
competitive to accept indefinitely its static character (Hofstadter &
Hardy, 1 952, p. 22).
Thomas Jefferson was one of the first to argue for a broader curriculum in
his plans for the U niversity of Virginia and , reportedly, was the first to achieve
state control of a university (Lucas, 1 994; Westmeyer, 1 985). He also placed
great emphasis on a library - a revolutionary concept at the time (Kerr, 1 972).
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There was no less religious opposition to a state school in Virginia
than there was in other states, but Thomas Jefferson was so
powerful that his ideas succeeded where others had failed. The
opening of the University of Virginia is generally ascribed to 1 825,
but its first charter (as Central College) was established in
1 81 6 . . . Under Jefferson's ideal the institution would have both
diffused knowledge and advanced knowledge . . . the foundation
was laid for a university . . . multiple "colleges," research as an
expectation of professors, and, at least nominally, graduate study
possibilities (Westmeyer, 1 985, pp. 26-27).
.

One of the strongest challenges to the existing curriculum came from an
urban college in an industrial center.
In 1 842 . . . Francis Wayland , president of Brown University and
one of the nation's most d istinguished educators, published a
pamphlet entitled Thoughts on the Present Collegiate System in the
U nited States. In this work he attacked the alleged superficiality
and impossibly wide breadth of college learning . . . and suggested
a program of reform that would intensify and deepen the curriculum
and add courses that would be useful to merchants, manufacturers,
and farmers as well as to preprofessional students. If the colleges
did not provide the training desired by mercantile and industrial
interests, he believed , businessmen would set up competing
schools (Hofstadter & Hardy, 1 952, p. 24).
This document was considered to be the most significant of the period on
the changing relationship between higher education and the community. There
was great concern that the colleges were not producing engineers and similar
professionals that were in demand at the time. This testimony anticipated most
of the arguments of the state university movement that was on the horizon.
While the original colleges were struggling with financial difficulties and
complaints of irrelevant curricula, new schools were multiplying in the West.
"More than twice as many colleges were founded in the fifties as in the previous
decade, and far more than in any other decade of American history" (Hofstadter
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& Hardy, 1 952, p. 26}. The introduction of railroads, canals and roads created
the need for technically-trained graduates. And developments in horticulture,
animal husbandry and soil chemistry implied that agriculture as well as industry
would be well served by technical education.
State Universities and Land G rant Colleges

The 1 860s witnessed a revolutionary turning point in the history of
American hig her education. H igher learning began to shift its mission to serve
not only the students but also a burgeoning nation (Glassick, Huber & Maeroff,
1 997). The "old-time" colleges would be supplanted as a dominant institutional
model by the modern university (Lucas, 1 994). "The rise of the university has
been gradual rather than sudden . The first Ph.D. was awarded in 1 861 by Yale .
. . . Yet it was not until the 1 880s that anything like a modern university really
took shape in America" (Jencks & Riesman, 1 968, p. 1 3).
The cause of the public state institutions was revitalized by a
Congressman from Vermont.
J ustin Smith Morrill, suggested in 1 848 that American colleges
might well "lop off a portion of the studies established centuries ago
as the mark of European scholarship and replace the vacancy . . .
by those of a less antique and more practical value." What he had
in mind was a technical kind of education which would include
agriculture, the major business of the United States . . . . The Morrill
Act was first introduced in Congress in 1 857 and it passed - amidst
opposition. The South opposed it because it was seen as a
strengthening of the artisan and laboring classes of the North ; the
West opposed it because they wanted "no fancy farmers and no
fancy mechanics." President Buchanan vetoed the bill. However, it
was resubmitted in 1 862, passed Congress, and was signed into
law by President Lincoln (Westmeyer, 1 985, p. 60).
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The Morrill Act, the significance of which was virtually unrecognized at the
time, provided the momentum for the development of colleges dedicated to
occupational utility and social relevance in an essentially rural nation (Dillon,
1 980; Hofstadter & Hardy, 1 952; Lucas, 1 994). The Act provided a donation of
public land to each state equal to 30,000 acres for each senator and
representative in Congress. Proceeds of the sale of portions of this land were to
be used to establish at least one "agricultural and mechanical" college. The
Morrill Act represented the very first contribution to higher education from the
federal government (Koehler, 1 978).
"These early actions of the federal government suggest that its underlying
policies were to consider higher education as a means to achieve a larger
governmental purpose of decentralization" (Keppel, 1 991 , p. 9). The Morrill Act
served to encourage the states to support institutions for agriculture and the
mechanic arts, and the land ordinances promoted self government.
The states struggled to support these institutions at a time when the
American agricultural society was characterized by d isorganized expansion, poor
business practices, and political protest (Hofstadter & Hardy, 1 952) .
. . . with the passage in 1 887 of the Hatch Act, which created the
federal experiment station system in close working union with the
agricultural colleges, this state of affairs was drastically changed .
Research facilities that had been pathetically limited were
expanded , and at the beginning of 1 91 4 a final logical step was
taken in the creation, through the Smith-Lever Act, of a system of
extension demonstrations that would bring directly to farmers the
results of experimental work that bore on their problems (Hofstadter
& Hardy, 1 952, p. 42).
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One defect of the land-grant system was the lack of qualified secondary
school graduates to feed into the agricultural colleges. This problem was
remedied in 1 91 7 with passage of the Smith-Hughes Act that provided federal
subsidies for vocational education and home economics programs (Millard , 1 991 ;
Westmeyer, 1 985). In an age when high school was either nonexistent or, at
best, undeveloped, state colleges and universities played a critical role in
promoting secondary education (Lucas, 1 994).
The second Morrill Act of 1 890 not only provided desperately-needed
annual appropriations for support of the land-grant colleges, it encouraged
establishment of separate colleges for Negroes.
Agricultural and mechanical land-grant colleges and state
universities, it might be said , over time came to represent the fullest
expression possible of Jacksonian egalitarian and democratic
ideals applied to higher education . . . . Conventional wisdom of the
time thus extolled the public college as a symbol of liberation from
the elitist, h idebound collegiate traditions of the past . . . the public
college was a source of civic pride, a symbol of progress, of
refinement and accomplishment that could not be discounted
altogether by even the harshest critics (Lucas, 1 994, pp. 1 52-1 53).
The great state universities enjoyed unparalleled growth and success
following the Civil War. This was due, in part, to the Morrill Act and succeeding
legislation; it also was due to recognition on the part of the states that their
universities truly could be of service. Travelling libraries, agricultural courses
offered in the field, correspondence courses - all represented the new
convention in higher education. The state became the campus of the university
(Westmeyer, 1 985). "Thus, American higher education, once devoted primarily
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to the intellectual and moral development of students, added service as a
mission, and both private and public universities took up the challenge . . . . The
goal was not only to serve society, but reshape it" (Boyer, 1 990, p. 5-6).
Municipal Colleges and Universities

J ust as the Colonial colleges had met the needs of religious sects and
rural public colleges gained popularity throughout America's agrarian
communities, momentum was building for the establishment of free, public,
postsecondary education in the urban centers. The first city university opened in
Charleston, South Carolina in 1 837. That same year, Louisville, Kentucky
established its own municipal university, and what became the City College of
New York system started as the Free Academy of New York City in 1 847 (Lucas,
1 994; Westmeyer, 1 985).
Municipal schools differed greatly in size, scope of operations, and
breadth and level of curricula. What they shared in common was a
dedication to meeting the needs of urban students. Some were
pioneers in offering advanced industrial technical training. Others
specialized in offering preparatory instruction for business careers
in addition to more traditional liberal arts courses. Many pioneered
the scheduling of evening classes and other measures designed to
enhance accessibility to part-time students. Yet long before the
term "nontraditional" came to be applied to certain collegians, city
colleges were organizing themselves to meet their special needs
and demands. . . . Overall, in terms of accessibility and low cost,
city colleges quickly established an important niche for themselves
in American h igher education (Lucas, 1 994, p. 1 54).
The first efforts to extend educational opportunity to blacks coincided
approximately in time with women's struggle for access to higher education. The
idea that both these minority groups might be educated at public expense
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received grudging acquiescence in the mid- to late 1 800s. But federal, and state
for that matter, governments gave scant aid for blacks until late in the century;
rather, their education depended mostly on the support of charitable
organizations and corporate philanthropic foundations (Lucas, 1 994).
Scholarly Research and the German Model

Throughout the last third of the 1 9th century, considerable confusion
surrounded the question of what distinguished a "university" from a "college." A
broad consensus began to form around several concepts:
•

•

•
•

A university offered a broader array of subjects and more specialized courses
of study.
Its orientation was more professional, more utilitarian, more closely tied to
matters of occupational preparation than that of a liberal arts college.
A true university offered post-baccalaureate or graduate instruction.
Most importantly, whereas teaching had always been the primary, if not
exclusive role of a college, in a university - many argued - the focus should
be upon disinterested scholarship and research.
(Lucas, 1 994, pp. 1 70-1 7 1 )
American scholars were frustrated at the lack of opportunity i n this country

for truly advanced study and began to travel to German universities for their
education. Between 1 81 5 and 1 91 4 , more than 1 0, 000 American students
attended German institutions. "Many of these Americans, who were to return to
the United States and become faculty members themselves, were impressed
with German emphases on pure scientific scholarship that stressed the
disinterested search for truth . . . . " (Conrad & Trani, 1 989, p. 3).
Writing in the 1 870s, President Barnard of Columbia challenged American
universities to provide what was available in Europe. Responses were varied. In
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some cases, a German-style university structure - designed to emphasize
scholarly research and advanced preparation for the professions - was
superimposed upon existing American undergraduate colleges, such as Harvard ,
Princeton and Yale (Graham & Diamond, 1 997). A few others followed the plan
at Johns Hopkins University.
Hopkins maintained its undergraduate program, but concentrated on the
graduate school. Scientific research and productive scholarship were to be the
hallmark of the university. The president hired the foremost scholars in the world
and the university developed as a faculty-centered institution. The faculty were
given only those students who were well prepared and who could provide
stimulation for research (Lucas, 1 994; Westmeyer, 1 985). By the beginning of
the 20th century, Johns Hopkins had achieved enormous influence and prestige.
Many institutions, including Harvard and "every other university in the land
which aspired to create an advanced school of arts and sciences," yearned for
the Johns Hopkins' archetype. When the University of Chicago opened in 1 892,
the president made it clear that the focus would be on scholarship and research
- "to make the work of investigation primary, the work of giving instruction
secondary" (Lucas, 1 994, p. 1 73).
Faculty at the more prestigious institutions pressured their leadership to
adopt the Germanic ideals of research. Acceptance of the new model was not
unanimous, however.
At the University of Arkansas in 1 884, for example, the institution's
president complained that two faculty members newly arrived from
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the University of Virginia had brought with them two extremely
harmful tendencies: lack of concern for supervising students
outside the classroom and excessive devotion to high standards of
scholarship (Lucas, 1 994, p. 1 74).
With the abundance of new scholarship came also the development of the
great research societies such as the American Medical Association and the
American Chemical Society. Next came the requirement that professors publish
the results of their research which created a demand for dozens of scholarly
journals. Soon, a number of universities established their own printing presses.
Higher education was undergoing a momentous restructuring d riven by a
number of factors - the allure of the German university model, accelerating
industrialization , and new scientific and technological knowledge upon which
business and industry relied heavily. Significant also was the emergence of a
more secular society and a consequent erosion of religious influence at
institutions. An increasingly urban society brought about new career
opportunities requiring utilitarian learning; training only clergymen appeared to be
outmoded (Lucas, 1 994).
The concept of "democracy" was yet another reason for academic
reform. To some critics, the democratic imperative was to
acknowledge the fundamental equality of all branches of
knowledge, no matter how nontraditional. For others, democracy in
academe meant easing admission standards and otherwise
enhancing access to higher learning. Again, democracy was
appealed to by proponents of the idea that collegiate institutions
should expand their "service" role to the public at large. Finally,
democratic ideals were invoked to support the theme that colleges
should submit to the will of the common masses - not to a closed
guild of academics - in deciding what should be taught, and to
whom (Lucas, 1 994, p. 1 45).
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So began the initial signs of divergence between what the public wanted
from universities and what professors wanted to do with their time. The citizenry
cried out for "access," "service," and "utility," whereas many of the faculty wanted
to carry on their research in seclusion and avoid instruction altogether.
The transformation of the American college into the university as a
predominant model in higher education was distinguished by several highly
visible changes: reluctance on the part of schools to act as parental surrogates
and faculty to act as disciplinarians to their students; expansion of the
undergraduate curriculum to include electives; the addition of preparatory career
training ; specialized scholarship and the division of faculty into discipline-based
academic departments; partiality on the part of faculty to pure research as
opposed to teaching; and an allegiance to academic freedom.
On the eve of the progressive era there appeared another theme:
that of social service. It was an idea to which academic leaders
were to return time and time again. One of its earliest
manifestations had been the rural land-grant commitment to
extension work, to the offering of short courses for agriculturalists
and the development of experimental farms. By the late 1 880s,
universities were being urged - and were encouraging themselves
- to address themselves to a much broader array of societal issues
and problems (Lucas, 1 994, p. 1 75).
Other academics took up the call. University presidents admitted their
faculty had become recluses isolated from the community at large. Others
claimed the challenge of the modern age was "to extend the benefits of applied
scholarship and research to the real needs of the people, to enshrine the ideal of
public service as the organizing center of academic life" (Lucas, 1 994, p. 1 76).
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Another model of postsecondary institution had its beginnings in the late
1 9th century as well. The leadership at several of the prestigious research
universities at the time wished to concentrate on higher level studies and
research and avoid the lower division work. They recommended that some of
the weaker institutions focus strictly on the first two years of study or that new
two-year colleges be established to feed into the universities. As a result,
several "junior" colleges were founded .
Once this new model became accepted , the idea was promoted that the
junior college might serve two functions: teaching the lower-level courses for
university students and also providing some advanced and/or vocational study
for those who probably never would attend a university. As these goals were
realized, the schools began to consider their mission as their identity and, thus,
became known as "community" colleges (Lucas, 1 994; Westmeyer, 1 985).
Community colleges have enjoyed phenomenal growth in the United
States and continue to serve both the university-bound student and the student
who desires vocational training. The mission of these institutions was, and is,
limited to service to their publics, primarily in the form of instruction.
Developing universities in the late 1 800s revealed a passion for unlimited
expansion. Many were troubled by the course higher education was taking and
by the professoriate itself. Growing specialization of scholarship resulted in the
narrowing of intellectual perspective and in the inevitable necessity for academic
departments. During this same period, universities also began to establish the
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hierarchical systems of academic rank to call attention to the distinctions among
faculty members.
These new specialists made no secret of the fact that they came to
academe not to teach, but to concentrate on their research.
In institutions where greatest importance was assigned to research ,
the situation could only worsen in years to come. Neglect of
teaching and the "publish or perish" syndrome that would plague
higher education throughout the next century were already manifest
in many universities . . . the new breed of professors as "self
deceiving dreamers who solace themselves with the idea that they
are doing for the world a service by their books, while their class
work goes unheeded" (Lucas, 1 994, p. 1 80).
At the close of the 1 9th century, American universities already exhibited
the characteristics that distinguished them from any other system of higher
education in the world :
•

Autonomy - American universities enjoyed a remarkable freedom from
government control - a sharp departure from the centralized and statedominated European system. This freedom encouraged the growth of
hundreds of institutions of every religious denomination and in every area of
the country. By 1 91 0, American boasted nearly one thousand colleges and
universities enrolling a third of a million students. These institutions were free
to seek funding from any variety of sources, to determine their own curricula,
could appoint faculty without government review, and , for the most part, were
free to select their own students.

•

Competition - In the United States there were enough institutions in each
category, and more than enough research universities, to permit and invite
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vigorous rivalry. Colleges and universities competed with one another for
facwlty, for students, for funds, for reputations and even for successful athletic
teams.
•

Responsiveness - It was this very independence and competition that
motivated institutions to pay close attention to a number of constituencies students, faculty, alumni, government, foundations, business and industry,
even local communities (80k, 1 986, pp. 1 0-1 8).
The basic purposes of the university were multiple: to preserve and

impart liberal learning; to share useful knowledge with the community at large; to
serve as an agent of beneficial social change in a thriving industrial and
commercial democracy; and to serve as a center for disinterested inquiry and the
production of new knowledge.
The fact that nearly all institutions endeavored to achieve these goals
reflected the emergent hegemony of the research university as an ideal
institutional type in American higher education. The model that prevailed in the
mid- 1 9th century was characterized by teaching and a narrow liberal arts
curriculum and was intimately involved in the lives of its students; the new model
at the opening of the 20th century defined itself in terms of research, a broad,
utilitarian program of study and a more open , permissive approach toward
students. Other institutions sought to imitate the large, research university
creating the monolithic status system (Jencks & Riesman , 1 968). "In effect,

36

higher education in America formed a pyramid , with the values of research
universities dominating the structure at its pinnacle" (Lucas, 1 994, pp. 1 86-1 87).
The Twentieth Century

Colleges and universities experienced remarkable growth during the first
half of the 20th century with enrollments expanding exponentially well beyond the
increase in the nation's population for the same period. Degrees awarded for the
1 949-1 950 academic year numbered nearly half a million compared to about
29,000 at the end of the 1 899-1 900 year (Graham & Diamond, 1 997; Lucas,
1 994).
In addition to increasing enrollments, higher education saw several other
significant shifts in the early years of the 20th century:
•

the preference for laymen over clergymen; the expanded role of the university
president - the requirement for a "great administrator;"

•

the development of universities as bureaucratic organizations resulting from
increased size, expanding enrollments and demands for many services; the
organizational infrastructure that was fast becoming a distinguishing
characteristic of the modern university;

•

faculty demands for academic freedom, and formation , in 1 91 5, of the
American Association of University Professors (AAUP); the AAUP's 1 940
Statement of Principles affirming due process and tenure rights;

•

increasing occurrence of students' extracurricular activities - athletics, Greek
societies, social clubs, and the like;
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the elective system, allowing students to shop for majors and declare or
change their course of study; unit credits as the common currency of
education, allowing students to interrupt their studies and later return or
transfer to another institution;

•

an influx of "new" students - Jews, women, African-Americans (Graham &
Diamond, 1 997; Lucas, 1 994).
Prior to and d uring World War I I , America endured an ambivalent

relationship with its universities. When public fear of "subversives" of every ilk
was extremely strong, the mood of depression-era America definitely was not
one congenial to academic freedom. Nevertheless, during the war years, the
relationship became mutually supportive when Uncle Sam relied on colleges and
universities to provide technical and military training and research and these
institutions, in turn, became almost entirely dependent on government subsidies
for their very survival (Lucas, 1 994).
On the eve of World War I I , the unplanned evolution of higher
education in the United States had produced a loose, sprawling,
largely unregulated system that was decentralized , pluralistic,
competitive, and vast. The system's manifest deficiencies, long
noted by foreign visitors who were puzzled by the large number and
uneven quality of American colleges, flowed from the tension
between the democratic impulse to maximize access to education
and higher education's inherent elitist tendencies . . . . World War I I
convinced American society, however, that in one respect the
United States needed to emulate the European model. The link
between research universities and a nation's economic strength
and national security was too vital for the national government to
leave unattended (Graham & Diamond, 1 997, pp. 24-25).
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Thus, the status of American research institutions rose to a position of
world preeminence after World War I I , when federal policy makers turned to the
top universities for scientific expertise. By 1 945, nearly half the income
supporting certain academic institutions came from the federal government.
Public policy was to continue and extend research grants and training contracts
in the postwar period. "In the late 1 940s, for example, it was estimated that
upwards of 80 percent or more of the nation's total expenditures for research in
the physical and biological sciences was underwritten by the federal government.
An ever-increasing percentage of research funds found its way onto . . . "
campuses of the premier institutions (Lucas, 1 994, p. 232).
Equally important were provisions of the Servicemen's Readjustment Act
of 1 944 (popularly known as the G . I. Bill) and Public Law 550 of 1 952, which
released billions to help underwrite the cost of a college education for millions of
returning veterans of the war (Berube, 1 978; Kerr, 1 994; Lucas, 1 994). These
laws represented a major manifestation of egalitarian policy.
Altbach, Berdahl & Gumport (1 994) presented a somewhat d ifferent
perspective on public policy as it related to higher education in the early 20th
century:
Despite the Morrill Act and subsequent agricultural research
legislation, one can hardly say that, prior to World War I I , there was
a significant, conscious federal "public policy" toward higher
education. Even the prodigious G. I. Bill of 1 945, which expanded
the societal presence of colleges by providing financial aid and
college admissions for large numbers of students, had only a
secondary connection to higher education; its primary intent was to
give tribute to servicemen and to reduce problems of
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unemployment in a post-war economy. If one wants to find any
semblance of a coherent nationwide "policy" involving higher
education between 1 900 and 1 940, one must look not to the federal
government, but to the initiatives and programs carried out by the
great private philanthropic foundations of Carnegie and Rockefeller.
The coagulation of scattered federal programs into what might be
termed a "public policy" emerged after World War I I , with
concentration in two areas: sponsored research and development
projects and need-based student financial aid. The coincidence of
these massive federal investments, combined with an affluent
national economy, expanded philanthropy, and robust state support
meant that American colleges and universities gained international
stature for their ability to enroll unprecedented numbers and
percentages of students, and at the same time conduct high level
research and development in a wide range of fields (pp. 32-33).
Geiger, in The Growth of American Research Universities 1 900- 1 940
(1 986) concurred that there was no coherent federal policy to fund research in
the nation's universities prior to World War I I . Rather, the academic research
base was supported primarily by the major philanthropic foundations and
corporations and was dominated by a relatively small number of prestigious
institutions, many of which were private (Graham & Diamond, 1 997).
Federal support was evident through the post-war period and expanded
as cold war pressures and a momentous event compelled the nation's
government to increase funding for research.
With the launching of the first artificial satellite (Sputnik) in 1 957 by
the Soviet Union, Americans fell into a state of near panic. The
shift from preoccupation with individual to corporate values, from
concern with personal attitudes to intellectual and social skills in the
larger society, already in process earlier in the decade, was now
greatly accentuated . . . . As concern mounted over the possibility
that the United States lagged behind the Soviets in the "space
race," the official standard for judging education was whether it
could be made politically or militarily useful (Lucas, 1 994, p. 253).
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The Post-War Years

Populist pressures grew in the 1 960s and the federal funding of research
was brought into question. The policy usually was defended with the argument
that the nation's economic and military security was ensured with the
development of scientists, engineers and technicians (Lucas, 1 994).
The Kennedy and Johnson administrations responded by retaining
the core formula of agency funding through peer-review
competition, but added new policies and programs in three areas.
First, agencies were directed to widen the geographic distribution of
federal research support, emphasizing physical facilities and
attempting to double the number of strong research universities.
Second , federal research support was extended to include the
social sciences, the humanities, and the visual and performing arts.
Third , federal support was significantly expanded , extending
beyond the roughly one hundred doctorate-granting universities, to
provide funding for construction and nonscientific programs,
including student financial aid , to more than three thousand
institutions. These included community colleges, private liberal arts
colleges, state colleges and regional universities, historically black
institutions, and vocational and proprietary schools. Thus, in the
Great Society agenda, federal science policy expanded and blurred
into higher education and social policy (Graham & Diamond, 1 997,
p. 27).
By 1 968, federal aid had expanded to include almost every institution in
the country. Yet the nation's established elite universities still dominated the
competition for federal, and private, research support. Boasting more Nobel
laureates than the institutions of all other nations combined , the top-ranked
American universities had risen to the pinnacle of world prestige. It was quite
clear that scientific research, the creation of new knowledge, was the activity that
reaped the greatest rewards - both for the institution and the faculty.
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At the time, few questions were asked about the quality of education or its
relationship to particular social needs. America wanted two things from our
universities - access and scientific research. " . . . faculty and institutions took a
compass course on the brightest star . . . our most prestigious research
universities" (Edgerton, 1 993, p. 5).
The irony is that, at the very time that the social policy in our
country was becoming more egalitarian and being broadened , and
as we were opening college doors, the rewards system for the
professoriate, and the symbols of institutional success, were being
narrowed . Access and diversity were still being praised but, below
the surface, American higher education was rapidly becoming not
an expansive but a more narrowly-defined, imitative system .
Service in the Land Grant tradition was n o longer honoured .
Teaching in the Colonial College tradition was no longer well
rewarded. Research and publication, these were emerging as the
dominant measures of success, for both institutions and for
professors (Boyer, 1 994, p. 1 1 2).
In 1 972, Clark Kerr, president of the University of California at the time,
published The Uses of the University, a series of lectures he had delivered at
Harvard . Kerr warned of a revolt by the students, who had gained little from the
changes in the universities, and by the faculty, who appeared to have benefitted
the most.
Three identifiable elements lay behind what came to be called the "student
rebellion":
•

The situation of the undergraduates had grown progressively disheartening
over the preceding decade. At Berkeley, for example, in the eleven years
from 1 953 to 1 964, the student body had grown by 80 percent while
instructional faculty increased by only 1 8 percent. During this same period ,
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however, non-faculty research personnel increased from 565 to 1 430.
Undergraduates found themselves being taught and advised more by junior
faculty, temporary faculty, and semi-faculty (Smith, 1 990).
•

"Another element was the civil-rights movement in the South , a movement
that had drawn young white liberals south to join forces with Southern blacks
in their fight against segregation . Many of these students returned to their
campuses fired with a zeal for social justice" (Smith, 1 990, p. 1 57).

•

Finally, there was the Vietnam War. Protesters began to develop a theory
about the universities that viewed their liberal ideology as a camouflage for
society's corporate and military structure. The charge of corporate influence
or control was not new. "It was the military connection that was new" (Smith ,
1 990, p. 1 57).
Henry Rosovsky, former dean of the faculty of arts and sciences at

Harvard , writing in The University, An Owner's Manual (1 990), conceded that the
various levels of government "owned" the university. Student d issidents, as well
as many critics outside of academe, expressed strong concern that federal
support did in fact pose a major threat to the ostensible independence and
autonomy of colleges and universities (Lucas, 1 994).
From the standpoint of enrollments, expenditures and federal
reinforcement, the 1 960s might better be considered a golden era. Enrollments
more than doubled over the period of the decade. Expenditures rose from $5.6
billion in 1 960 to $22.7 billion in 1 970. More than twice as much federal
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legislation was passed in support of various aspects of higher education during
the decade of the 1 960s than in the entire previous history of the country. This
included the landmark Higher Education Act of 1 965 with its focus on federal
student assistance,
By the end of the decade, the student unrest was approaching its climax.
"That unrest was so pervasive that it not only shook the academic community but
weakened public and political confidence in higher education as well" (Millard,
1 991 , p. 26). Many, however, considered it a period of social concern and
increased awareness. Regardless of the assessment, it was clear that the 1 960s
and early 1 970s were an uncomfortable period for higher education.
The 1 990s and Beyond

Ernest Boyer claimed that America created the world's first system of
universal access to higher education - a system, with its openness, diversity and
scholarly achievement, that is the envy of the world. "Despite such
achievements, however, higher education is currently subject to extensive
criticism and skepticism about its continuing ability to serve effectively the
changing and developing needs of the nation and to meet national expectations
in the 2 1 st century" (Millard , 1 991 , p. 2).
"Lemm i ngs" - The Hierarchy of I nstitutional Models

In a provocative article in the Spring 1 991 issue of Metropolitan
Universities,

Roger Soder described the majority of institutions of higher

education in this country as "lemmings" in a "relentless and destructive pursuit of
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research university status" (p. 1 9). A number of deleterious effects of such a
quest were named , one of which is a possible loss of "legitimation ." "The move
to become a research institution weakens the traditional claims to legitimacy and
thus sanction and support, without substituting equally strong claims of another
order" (1 99 1 , p. 24).
Others concur that universities aspire to the research model, the category
with prestige and visibility, and that this quest is mostly self imposed (Lynton,
1 995; Lynton & Elman, 1 987). "As a result, universities throughout the country
tried to foster that for which they had neither the resources nor the working
conditions, and did not pay enough attention to that which society really needed
and which they could provide with great quality" (Lynton, 1 995, xiii).
In the 1 994 edition of the Carnegie Foundation's A Classification of
Institutions of Higher Education,

the continued presence of the phenomenon of

"upward drift" is noted suggesting that the traditional indices of institutional
prestige are still potent drivers of direction and decision making. This shift
toward the research institution involves a shift away from other matters.
Promising programs are forsaken when the focus, and resources, are directed to
becoming a research institute pretender (Aldersley, 1 995). Many lament this
"diversity of missions but uniformity of values and aspirations" (Lynton & Elman,
1 987, p. 1 1 ).
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This hegemony has become apparent since American higher education in
the U.S. emerged from its time of rapid expansion following World War II with two
primary strengths that are envied around the world:
•

•

a research capability in most every academic specialization , second to none,
and a richly textured diversity in its educational system that opened oppor
tunities for advanced learning to most of the nation's people (Rice, 1 991 , p. 8).
What has evolved is a hierarchical conception of scholarly
excellence that is tied to the advancement of research and defined
in zero-sum terms. This restricted one-dimensional view places
research in competition with other important scholarly
responsibilities and leads to their devaluation . Faculty find
themselves . . . profoundly disheartened when confronted with the
disparity between the mission driving the institutions of which they
are a part and their own professional self-understanding (p.8).
Indeed , the priorities of American higher education have been significantly

realigned since WWI I . The emphasis on graduate education and research has
taken precedence over undergraduate education at many large universities
(Boyer, 1 990; Edgerton, 1 993: Elman & Smock, 1 985; Hathaway, Mulhollan &
White, 1 995; Jencks & Reisman, 1 968; Lynton & Elman, 1 987; Pister, 1 99 1 ) .
The prime focus at these institutions moved from student to
professor, from the general to the specialized , and from loyalty to
campus to fealty to profession. Colleges and universities followed
what David Riesman called a "snake-like procession" as one
institution after another, especially those aspiring to higher prestige,
pursued the same path . As the research model came to prevail,
faculty members were too seldom recognized for their expertise in
teaching or in applying knowledge in the service of society . . . .
Professors down played matters of curriculum and pedagogy to
respond to a reward system that stressed research and publication.
The academy also gave short shrift to the application of knowledge,
despite the country's increasing need for expert advice to cope with
growing social, economic, technological, and environmental
problems. Many colleges and universities have been loath to

46

bestow academic rewards on faculty members who concentrate on
applying knowledge instead of discovering it. Such resistance to an
enlarged vision of faculty work limits the services that college and
university faculty provide by means of outreach and extension
activities (Glassick, Huber & Maeroff, 1 997, p.8).
In the verities of higher education, the triumvirate of institutional mission teaching, research, and public service/outreach - has become generally
accepted , at least in rhetoric. The reality contradicts this belief, however. In
truth,
. . . teaching has become narrowly defined, referring essentially to
that which occurs in a classroom or lab setting, usually on campus,
with students enrolled in courses for credit leading to credentials.
The vast array of other teaching carried out by university faculty in
less formal settings and structure is lumped ignominiously into
public service.
Second, the research mission of the university, though the latest
entrant on the scene in some respects, has become omnipotent.
Professors who neither teach nor directly address attention to
public concerns are exalted. Publication is essential to faculty
success. Basic research is pre-eminent, while those research
efforts described as "applied" are viewed with less acclaim .
Research represents the ultimate, with teaching - especially at the
undergraduate level - seen as a mandated duty, and public service
an obligation too often accepted with reluctance (Mawby, 1 996, p.
49).
"For Charles Sykes, (author of a widely-read , muckraking work entitled
ProfScam: Professors and the Demise of Higher Education

in 1 988) research

was an absurdly inflated boondoggle, an enterprise of doubtful worth carried on,
often at public expense, without any real utility, cultural or otherwise" (Lucas,
1 994, p. 286).
Derek Bok used the metaphor of published articles as the "currency" of
academe (Sykes, 1 988, p. 1 01 ). Michael Metzler, in his "Scholarship

47

Reconsidered for the Professoriate of 201 0," asserted that this currency - one's
record of scholarly publications - "can be used as a tradeable commodity . . .

"

and too many articles are a "bit like the Russian ruble: They have exchange
value in the host economy but are practically worthless in the rest of the world"
(1 994, pp. 442-443).
In a harsh assessment of this state of affairs, Page Smith, distinguished
historian and founding provost of the University of California at Santa Cruz,
shared h is perspective in Killing the Spirit.
Professors who are in the best position to evaluate the real value of
the research to the larger society have a vested interest in the
system . If they have tenure, they are hardly disposed to criticize a
system that, at the cost of considerable stress and strain on their
part, has rewarded them with lifetime security of employment
(1 990, p. 1 77).
So what we have are state colleges striving desperately to upgrade
themselves into legitimate universities instead of being content to
teach students well. Seeing their colleagues in the better-known
and more prestigious universities enjoying all kinds of cushy
perquisites . . . the state-college faculties would be less than human
if they did not aspire to the same status . . . but the modern
university insists on maintaining the pretense that "research is for
all" - at least for all professors who wish to have tenure. The result
is this strange incremental activity of producing highly specialized
monographs that no one even pretends are of first-rate quality
(1 990, p . 1 95).
Students inside the academy and the public outside continue to call for
relevance and a focus on teaching and service. All contingents, including the
federal government and the faculty themselves, question the amount of effort and
resources devoted to research - not just at the premier institutions, but at most
every type of university. Meanwhi le, the domination of research and publications
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in tenure and promotion decisions has had a chillin9 effect on those faculty who
wish to engage as citizens. The research culture has "sapped the vitality" of
most of our universities by drawing faculty away from their commitment to their
institutions and communities (Gamson, 1 997, p. 1 3).
While research universities are critically important in the higher
education spectrum , are at the frontiers of the creation of new
knowledge, and are vital in providing the research essential to
national welfare and international competitiveness, to consider
them as normative for all higher education or even for all
"universities" is neither in their best interests nor in the interests of
other institutions, of students, of the states, or of the nation. The
National Governors' Association Task Force on College Quality
(1 986) recognized particularly the danger posed to undergraduate
education by the use of research universities as a model: "The
predominant model to which most colleges and universities
currently aspire is that of the research university. Current reward
structures for promotion and tenure in American higher education
often encourage faculty to concentrate their efforts on research
oriented tasks. This can lead to a loss of enthusiasm for
undergraduate instruction" (Millard , 1 991 , p. 1 6 1 ). The problem,
however, is considerably more pervasive than just a diminution in
enthusiasm for undergraduate instruction. It involves perception of
mission, effectiveness, quality, and prestige (p. 4 1 ) .
The American university i s one of the longest surviving institutions of our
society. This longevity is a result of a capacity for change. As universities
prepare for the turn of another century, it is timely to consider the changes that
are needed to ensure their continued value to society (Haaland , Wylie, DiBiasio,
1 995). And academe must accept that modern universities, particularly those in
urban areas, should cease trying to imitate research institutions (Plante, 1 990).
To say that one's institution is not going to be, or even pretend to
be, a research university is going against cultural icons of great
moment. To define ourselves as what we are not - in this case, the
not-research-un iversity, is to acknowledge, wistfully and with
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g loom, that if we could be the exalted Other, we would be, no
question about it . . . acceptance of the "attendant lord" role doesn't
provide solid rhetorical grounding for us.
As long as we believe that moving a university toward
responsiveness to a wide range of constituencies, with a faculty
alert to all kinds of knowledge creation, dissemination, and use, is
some sort of "attendant lord" role, we will always be glancing
backwards, nagged by a sense of our own failure to be Hamlet.
Rather, we must reject the second-best rhetorical ground in favor of
positive definition. . . . One can argue that the direct application of
advanced knowledge to societal problems at hand is to honor an
obligation . . . . (Soder, 1 99 1 , pp. 26-27).
This quest for research status directly and adversely limits the possibility
of a diverse system of higher education to meet the variety of postsecondary
educational needs in the nation (Millard , 1 99 1 ) . It is this paradigm - the viability
and merit of a d iverse system of higher education with multiple institutional
models pursuing d ifferent criteria for success - that will be explored further in the
remainder of this review.
Emergence of the U rban University Model - the Distinctive M ission of
Public Service

Unlike Europeans who coexisted with their universities in vital, thriving
cities, American Colonial intellectuals resided on small estates and farms and, for
the most part, resisted urban life. In the 1 8th and 1 9th centuries, some state
governments went so far as to forbid new universities from locating in urban
areas. Even the college curriculum avoided the distasteful subject of the city
(Berube, 1 978).
This sentiment expressed as great a bias against urban centers as 1 9th
century politics, ideology, and voting patterns reflected a prejudice against cities
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and city people. The establishment of public instituti.ons reflected the dominant
rural political interests. Community leaders sought small-town locales in order to
develop a primarily agricultural curriculum and to avoid the "corrupting influence
of poverty and diversity" (Gusfield, Kronus & Mark, 1 970, p. 29).
By the early 20th century, however, urban development became inevitable.
As a result, a transformation in higher learning began to take place. In addition
to the trend toward urban growth , public policy, economic growth, social values
and other elements in the national context clearly affected this movement.
Universities began to appear more often in cities as opposed to rural locales. By
1 930, fifteen of the eighteen largest institutions of higher education were in
metropolitan areas of 500,000 or more and had minimum enrollments of 1 0,000
(Barnes, 1 995; Berube, 1 978; Elliott, 1 994; Grobman, 1 988). Placement of
universities in population centers to ensure access to higher education for all
citizens represents a major commitment unique to our country.
During the mid-20th century, college and university enrollments increased
dramatically. As established institutions witnessed increased numbers of
students, so did two new kinds of post-secondary institution, the two-year college
and the urban state university. According to Arnold Grobman in Urban State
Universities - An Unfinished National Agenda,

state universities adapted to the

nation's needs through three major evolutionary stages. "The original state
university arose in the latter half of the 1 8th and first half of the 1 9th centuries; the
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land grant university in the latter half of the 1 9th century; and the urban university
in the latter half of the 20th century" ( 1 988, p. 1 ).
Many have attempted to describe this new model - the urban university:
•

As early as 1 928, Parke Kolbe recognized the significance of the newlyemerging urban university in addressing itself to serving its urban
environment.

•

Berube concurred with Kolbe's assessment and was one of the first to
define/describe the institution by its mission rather than by its location.
Berube's urban university "is an institution of higher learning with a special
responsibility to meet urban needs" ( 1 978, p. 1 4) .

•

Grobman agreed with previous scholars that a n "urban university i s a
participating citizen of the city in which it is located" and that the development
of such institutions has resulted in open access to higher education ( 1 988, p.
9).

•

During his presidency at Wayne State University, Thomas Bonner affirmed
the theory of distinctiveness:
What exactly is an urban university? It is not merely a university
located in a city; it is also of the city, with an obligation to serve the
education needs of the city's d iverse citizenry. It has a special
concern with issues of urban life. . . . In developing its academic
programs and services, one of its priorities must be to increase
access and opportunity for those who have suffered from
discrimination, poverty, and injustice . . . . It l istens to the
community as a means of keeping the university in touch with its
mission and its conscience ( 1 98 1 , p. 48).
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•

The National Association of State Universities and Land-Grant Colleges
formed a Division of Urban Affairs in 1 979. A "progress" report, titled 'Ten
Years in the City," restated the interactive nature of these institutions.
Public urban universities are students of their particular metro
politan area, and they use and contribute to the extensive and
varied educational resources of the city, for the enrichment of the
university and the city. In short, the intensity of their interactions
with the urban environment - not merely their geographic location
in a city - is the distinctive trademark of urban public universities
( 1 989, p. 4).
A number of authors made the distinction between the "urban university or

college" and the "college in the urban setting." The former is urban-based by
choice and/or pressure and serves intensively the populace of the city with its
particular requirements and needs. The latter is coincidentally located in the city
(Bonner, 1 98 1 ; Elliott, 1 994; Grobman, 1 988). While many defined such an
institution by the demographics of its students - older, minority, commuter - they
acknowledged the interactive philosophy by which these universities established
symbiotic relationships with their metropolitan areas (Hathaway, Mulhollan &
White, 1 995). The concept has been expressed as "a biological mode of
continuous adaptation to their powerful , changing social environment" (Keller,
1 983, p. 1 45).
"In organizational development terms, the higher education institution that
has adopted a metropolitan university mission is an open system" (Walker & Lee,
1 997, p. 58). rt is acknowledged that the external environment impacts the
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institution's structure and strategies and there is considerable integration with the
constituencies served .
Charles Ruch , president of Boise State, and Eugene Trani, president of
Virginia Commonwealth University, claim that interaction with their communities
is guided by institutional choice and strategy.
As an institution of the city, the metropolitan university, by design
and conscious action, seeks to draw upon the rich tapestry and
fabric of the community in strengthening its programs of instruction ,
research , and public service. Conversely, the institution plans and
delivers programs and activities that contribute to the improvement
of the urban environment in which it resides. Through its many
interactions with the community, the metropolitan university seeks
to contribute to and ultimately improve the quality of life in the
metropolitan area while enhancing its primary mission of knowledge
generation and dissemination ( 1 995, pp. 231 -232).
One of the more recent comprehensive reviews of the urban university
was published in 1 994 by Peggy Gordon Elliott, a national advocate for urban
higher education. In The Urban Campus, Elliott reiterates the d istinction between
the traditional institution that makes no pretense of trying to solve the problems of
the city and the outwardly-oriented university that is characterized by its efforts to
realize urban mission objectives. "Because education is the means by which
society keeps pace with change and the city is at the center of that change, the
urban university has become an institution of significant social, cultural, and
economic importance" (Winkler, 1 985, p. 1 43).
What is important to note at this point is that, even though the urban
university clearly has emerged as a distinctive institutional model, the interactive
mission has not been embraced necessarily by the internal cultures. There
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continue to be many, as related earlier in this chapter, who cling to the ideal of
the comprehensive, research university. Efforts to promote the value of this new
philosophy were hindered also by the actions of certain entities. For example,
between 1 969 and 1 974, the Ford foundation donated $30 million to promote
university involvement in the community. But the funds went to flagship
institutions such as Harvard and MIT reinforcing the notion that urban universities
could not do quality research (Berube, 1 978).
In recent years, however, evidence of this growing sense of distinctive
mission has manifested itself in several initiatives:
•

I n the early 1 980s, administrators from thirteen of the more historically urbanoriented schools began to congregate to discuss the challenges and
opportunities of their unique institutions (Bartelt, 1 995: Elliott, 1 994). A theme
of this group, as recorded in the minutes of the 1 996 annual meeting at
Portland State, is stated as follows: "The Urban 1 3, as an informal working
group of the core urban universities, can help meet those significant advocacy
needs as well as work collectively to increase the understanding of higher
education and the public regarding the role and strengths of the urban
universities. "

•

In 1 989, presidents from forty-nine institutions in metropolitan locales
proclaimed allegiance to a new model of success,
which gives their institutions an opportunity to define meaningful
missions that respond to public expectations. The model is called
the 'Metropolitan University,' defined in its simplest terms as an
institution that accepts all of higher education's traditional values in
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teaching, research, and professional service, but takes upon itself
the additional responsibility of providing leadership to its
metropolitan region by using its human and financial resources to
improve the region's quality of life. Metropolitan universities
consider it their mission to address the problems of metropolitan
America; problems that, now more than ever, should be at the heart
of the national agenda for this new century (Mulhollan, 1 995, pp.
29-30).
Today, the Coalition of Urban and Metropolitan Universities boasts more
than fifty member institutions and sponsors publication of the journal Metropolitan
Universities.

Each issue of the journal advances the "Declaration of Metropolitan

Universities" (Appendix A of this report). The Coalition brings together
universities that "share the mission of striving for national excellence, while
contributing to the economic development, social health, and cultural vitality of
the urban or metropolitan centers they serve." These institutions claim to
enhance their effectiveness by "linking basic investigation with practical
application through interdisciplinary partnerships that attack complex urban and
metropolitan problems" (http://www. utsa . edu/Outreach/cumulindex. htm).
•

The American Association of State Colleges and Universities, along with
NASULGC, formed independent offices which have been "instrumental in
developing a broad rubric for the discussions of urban issues by linking them
to the broader metropolitan university concept" (Bartelt, 1 995, p. 22).
There also has been evidence of sanctioning the mission of the urban

university by the federal government. An amendment to the Higher Education
Act of 1 965 calling for a system of grants for urban universities was proposed in
1 977. However, university presidents themselves testified that their own faculty
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resisted the concept of the urban environment as a laboratory, so "initial efforts to
pass the amendment were defeated" (Holland, 1 995, p. 78). Finally, two months
before he left office, President Jimmy Carter passed the amendment for an urban
grant program as Title XI (Grobman, 1 988). The new legislation was designed to
bring the urban university's "underutilized reservoir of skills, talents, and
knowledge" to bear on "the multitude of problems that face the nation's urban
centers" (Winkler, 1 990, p. 24).
An accompanying appropriation was authorized for the first time in 1 992
when legislators advanced the university as a potential partner in solving urban
problems. In its 1 992 form , Title XI was named the "Urban Community Service
Program." Funds were awarded to universities and community colleges in urban
areas that proposed projects designed to address urban problems. Eligibility
criteria for application for Title XI grants are listed in Appendix B of this report.
Lynton and Elman have maintained that the concept of the metropolitan
university can provide a worthy vision for many institutions that seek a niche
within which they can provide opportunities for faculty and students, while at the
same time providing the prospect of institutional pride and success. This tension
between the traditional view held by academics and the expectations of society
for its universities can be either a creative or a counter-productive force for the
continued evolution of the university, depending on how the academy responds.
The metropolitan university vision is an enabling model that may be
adapted for institutions located in the central city, on the periphery of
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metropolitan areas, and within more broadly distributed population centers.
Urban universities will transform and be transformed by the society of which they
are a part. " By accepting this mission, a university affirms that it not only accepts
the academic and scholarly obligations and responsibilities incumbent upon all
excellent universities but that it intends to extend the expertise and energies of
the university to the metropolitan region in somewhat the same way that land
grant institutions served the agricultural society during the 1 9th century"
(Hathaway, M ulhollan & White, 1 995, p. 1 1 ).
This comparison to the land grant model has not always been a favorable
one. The land grant universities are given credit for having transformed rural
America and effectively positioning higher education at the service of economic
development and the further evolution of society. It is important to note,
however, that a disparaging comparison is misplaced . "The land grant
universities were successful in modernizing the production side of agriculture.
They did a great deal less, however, to deal with the social problems of rural
America. To their good fortune, an important share of these social problems was
dumped into our metropolitan centers. These problems merged with , and
aggravated, the social problems that arose there in conjunction with the
enormous transformation of our economy after World War II" (Schuh, 1 991 , pp.
75-76).
Our society increasingly expects public universities to address relevant
contemporary problems. These institutions must not stand apart from society
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and the immediate environment but must be an integral part of that society. The
university best serves itself and society by assuming an active leadership role
(Hathaway, Mulhollan & White, 1 995). Such an institution "prides itself not in its
separation from the people and the everyday world, but in its ability to interact
constructively with the diverse population found in urban areas" (Spaights, Dixon
& Nickolai, 1 985, p. 25).
Blaine Brownell portrayed the role of urban universities in terms similar to
those describing the early vision of the University of Chicago:
The most important role of the metropolitan university is to be a
facilitator, communicator, convener, and bridge. What other
institution - except perhaps government itself - has the capacity to
interpret one group to another, serve as a neutral site and forum
where problems can be discussed and resolved , bring the latest
knowledge and technologies to bear on the problems of the
dispossessed, join the vigor and capacity of business with the
compelling needs of the public at large, and - perhaps most
importantly - help restore a sense of civitas, of belonging to one
polity and community? ( 1 995, p. 23).
By remaining faithful to the concept that there are only two models
with which to compare themselves - the comprehensive research
university and the liberal arts college - metropolitan universities find an
absence of acceptable success models. "To choose another model risks
institutional isolation and the conclusion, both on and off campus, that
one's mission lacks legitimacy and value. Yet neither of these models
provides a satisfactory response to current public expectations"
(Mulhollan, 1 995, p. 29).
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S upport for Distinctive Missions in an Environment of Accountability

Prior to his death in December 1 995, Ernest Boyer contributed to the
inaugural issue of the Journal of Public Service and Outreach an article titled
"The Scholarship of Engagement." Dr. Boyer bemoaned the fact that American
universities were suffering from a decline in public confidence and the
assumption that they were no longer at the center of the nation's work. He made
the critical point that "for the first time in nearly half a century, institutions of
higher learning are not collectively caught up in some urgent national endeavor"
(1 996, p. 1 1 ). He confirmed what many have warned of late, that the loss of
credibility from a societal perspective has placed us in a posture of
reexamination.
Christopher Lucas prefaced his Crisis in the Academy with a commentary
on the current environment of accountability .
. . . until quite recently, with the exception of complaints over
escalating tuition costs, higher education was spared the barrage of
criticism d i rected at lower schools . . . . Colleges and universities
seemed almost immune from the cacophony of popular protest . .
presumption went unchallenged that all was well in academe . . . .
Beginning in the mid-1 980s, that comfortable assumption began to
come under assault. Suddenly and quite unexpectedly, there
erupted a whole succession of government reports, best-selling
books, and articles critical of the nation's colleges and universities.
At first, the near-hysterical hyperbole of the more intemperate
critics was d ismissed as exaggerated and overblown. As harsh
exposes multiplied , however, it grew more and more difficult to
resist the impression that higher education had indeed fallen into a
state of "crisis" ( 1 996, pp. ix-x).
.

H igher education, in general, is facing what medical schools have been
coping with for some time as a result of health care reform. "The changes other
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university departments are now trying to make in faculty activities and reward
structures are already a given in medical schools. . . . Schools are trying to
manage the changes that have occurred . . . as a result of outside forces" (Bland
& Holloway, 1 995, p. 32). Russell Edgerton argued that surely one reason for
much of the current regulation is "the medical profession failed to put its own
house in order. The profession began to serve its own ambitions rather than the
larger social needs" ( 1 993, p. 4).
Despite the fact that, in many states, higher education has become the
"budget balancer" - the recipient of whatever d iscretionary spending may remain
after mandatory expenditures for K-1 2 schools and matching funds for federal
programs have been accounted for - few in our universities are willing to accept
that higher education's "manifest destiny" of continued expansion is no longer a
reality (Ewell, 1 994, p . 8 1 ).
I nternally, the leadership at public institutions are coping with a constraint
d riven environment caused by the competing interests of the constituencies - "a
public that wants good quality at low cost, students who want access and
services for very low tuition, and legislators who will do what's necessary to get
elected, even if they decimate the universities in the process" (Shaw & Lee,
1 997, p. 29). Both consumers and the producers of higher education have
expressed discontent over priorities of late, and in the last few years criticism has
become sharp and even strident. The challenge for higher education is a long
standing one: to respond forthrightly to public needs while establishing with
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political authorities appropriate expectations for institutional accountability and
autonomy (Bok, 1 982; Edgerton, 1 993; Kerr, 1 994). Strategically, the public
institutions no longer can be all things to all people and should refocus priorities.
"The university as we've known it is not a likely survivor" (London, 1 987, p. 40).
Apparently, the public perception is that higher education is unable to
manage its own affairs (Levine, 1 992) and , in some cases, legislators "seeing
little interest in or evidence of change, turn to the blunt instruments" (Edgerton,
1 993, p. 4). A case in point is this anecdote from the University of Maryland
System that was mandated to match the faculty roles and reward structure with
the clearly-articulated missions of the institutions.
Over the course of four years, from 1 99 1 to 1 995, the UMS
continued to clarify academic missions, and each institution
wrestled with the workload roles of their respective faculties to meet
that mission. When the initial workload reports were developed by
the campuses and came forward , the legislature and the Maryland
Higher Education Commission were not satisfied . Their desire for
specificity and differentiation had not been met. In order to force
the issue, the legislature withheld $20 million of the UMS budget
and would not release the money, which had been appropriated by
the governor and the legislature earlier, until reports on faculty
workload were provided to them in a form they felt held appropriate
detail (McMahon & Caret, 1 997, p. 1 5).
We can expect external agencies to continue to demand bureaucratic measures
of accountability in the absence of a well-defined sense of mission and shared
values.
Many believe that the overall work of the academy is no longer relevant to
the nation's most pressing civic, social, economic and moral problems. Boyer
and Hechinger noted in Higher Learning in the Nation's Service that academic
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specialists who, in the heyday of the postwar boom, were called upon to help
solve "every manner of social and economic problem were no longer being
invited in to help put our policy decisions in historical, social or ethical
perspective" ( 1 981 , p. 3). More recently, it has been reported that more than a
few politicians are d isappointed that, given their considerable expertise in areas
such as health care and school reform, crime and the environment, "universities
seemingly refuse to engage policy makers" (Ewell, 1 994, p. 83). "I believe that
the current focus - by national and state leaders, regulatory agencies, governing
boards - on issues of quality, accountability, and productivity is their way of
asking higher education, 'Are you still with us?"'(Astin in Albert, 1 994, p. 1 0) .
I ra Harkavy, associate vice president and director, Center for Community
Partnerships, the University of Pennsylvania, claims that universities need a
larger purpose, a larger sense of mission , a larger clarity of direction in the
nation's life as we move toward century 2 1 . . . . The scholarship of engagement
means creating a special climate in which the academic and civic cultures
communicate more continuously and more creatively with each other ( 1 996).
Colleges and universities have great potential to engender positive social change
in the regions or cities where they are located and can play pivotal roles in the
development of community "visioning" (Edwards & Marullo, 1 999, p. 763).
James Votruba, president of the University of Northern Kentucky, claims
that universities face two challenges that will compel them to realign to better
meet society's needs and fulfill its expectations:
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The first challenge is to recast the university's role in providing
advanced learning. American universities are in the process of
losing what has been h istorically a near monopoly on advanced
learning . . . . The Information Age is a market that is producing a
whole new array of educational providers, both profit and nonprofit,
that are challenging the university's traditional role in providing
advanced learning . . . . This competition will continue to increase.
The second challenge of alignment is to define the role of
universities in addressing the complex and formidable issues that
will shape the future of our nation and its people. There is no doubt
. . . that universities must be full partners in addressing such issues
as being economically competitive in an increasingly interdepen
dent world economy, improving the quality of K-1 2 education,
overcoming the tragic human and economic costs associated with
urban and rural poverty . . . . While universities cannot and should
not be expected to solve these problems, it is legitimate to expect
them to help inform the problem-solving process through the
responsible extension and application of their academic expertise
( 1 996, pp. 29-30).
In Boyer's ( 1 990) vision of a true "system" of higher education, each
institution cou ld be held accountable for its performance in fulfilling its mission.
Accountability in a specific form - distinctive missions - may help institutions
demonstrate the benefits of public investment in higher education (Bok, 1 992;
Edgerton, 1 994; Kerr, 1 994; Seymour, 1 988). "What is crucial is the
development of clear and explicit institutional . . . missions and objectives that
are relevant to individual and societal needs" (Millard, 1 991 , p. 267).
This statement of institutional purpose should identify the major strengths
and priorities of the institution; describe the desired balance of teaching, research
and service; and define the institution's operational philosophy (Diamond, 1 993).
Mission statements that are sufficiently broad and bland to describe everyone's
perception of their role in the institution are of little use to anyone. "At a time
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when universities are under attack for failing in our basic purposes and falling
away from our historic character, it is of singular importance that we explain
clearly and forcefully why our work is crucial , and what it is we are doing that
matters so m uch to the world" (Keohane, 1 994, p. 1 54).
Describing the S uccessfu l Organization - The Congruence Model

Scholars and practitioners of organizational development, such as Argyris
(1 964) and Lawrence and Lorsch (1 969), "emphasize the importance of
conceptualizing the organization as an open system influenced by its
environment and characterized by interdependence between various groupings
within . . . " (Peeke, 1 994, p. 28). Argyris (1 964) argues that effective
organizations are those that successfully integrate the needs of the organization
with those of the individuals in them.
Kim Cameron has written extensively on organizational effectiveness in
higher education. His research indicates that, of a number of approaches to
measuring success, the goal model, which defines effectiveness as the extent to
which the organization accomplishes its goals, is the most widely used (1 981 , p.
25).
The literature on assessment defines institutional effectiveness as the
"process of articulating the mission of the college, setting goals, and using data
to form assessments in an ongoing cycle of goal setting and planning"
(Grossman & Duncan, 1 989, p. 5). Measures of effectiveness should be
expressed in terms of the stated goals of the institution. Hence, examination of
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the mission statement is the first step in defining institutional goals (Gardiner,
1 988; Quinley, 1 99 1 ).
"Traditionally, higher education has had difficulty in defining goals clearly,
in organizing to achieve them, in measuring performance toward their attainment,
and in reporting progress to stakeholders of all types . . . . " (Scott, 1 993, p. 1 6).
Lynton and Elman ( 1 987) point out that urban universities, in particular, are
reluctant to adopt this goal model; rather they continue to measure their
effectiveness by inappropriate indicators.
The existing, narrowly defined mold into which almost all
universities have tried to cast themselves is not adequate to the
expanding needs of our contemporary, knowledge-based society.
A large number of institutions are failing to realize their full potential
because their internal system of values, priorities and aspirations
primarily emphasizes and rewards traditional modes of teaching for
which the clientele is shrinking and basic research for which most
of these institutions cannot receive adequate support. This has
resulted in a real crisis of purpose. By believing themselves to be
what they are not, these institutions fall short of what they could be
( 1 987, pp. 1 2-1 3).
Widespread reliance on the Carnegie classifications that emphasize a
limited number of narrowly-defined institutional characteristics and quantities of
resources rather than mission, philosophy or how those resources are used
impedes serious consideration of alternative measures of success.
"Departments measure their worth by comparing themselves with departments at
other universities, not in terms of whether they are meeting the university's
mission" (Legg, 1 994, p. 94).
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In The University in Ruins ( 1 996), Readings asserts that the university has
become a business and effectiveness now is defined in business, rather than
intellectual, terms. Where the university once was an institution immune to wider
trends, Readings observes that corporate-style management has become
necessary in contemporary university administration. The authors of Planning
and Management for a Changing Environment: A Handbook on Redesigning
Postsecondary Institutions

emphasize the importance of contextual planning -

planning that is based in the unique circumstances and environment of each
individual institution - as the only planning approach that will yield successful
results (Peterson , Dill & Mets, 1 997).
Frank Newman, a high-profile spokesman on college issues during his 1 4
years a s president of the Education Commission of the States, identified , in his
book Choosing Quality ( 1 987), the establishment of an appropriate niche as a
prerequisite to achieving institutional excellence. This niche will depend on many
factors including the university's location and its response to changes in society.
Metropolitan universities should seek to develop an identity that recognizes not
only the scholarly values shared by all institutions, but also the empowering
concept of an interactive relationship with the metropolitan areas in which they
reside. Their success will depend on their response to these relationships.
The literature on corporate and institutional performance supports this
"niche" theory. Tom Peters, noted authority on American corporate
management, described the successful firm of the 1 990s using goals that could
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well apply to a college or university. According to Peters, the successful
organization needs to:
•
•
•

differentiate and become a niche player
be recognized as a provider of quality service
be responsive to the customer . . .
(Meyerson and Johnson, 1 993, p. 4)

In his 1 987 handbook for a "management revolution" Thriving on Chaos, Peters
issued the edict, " If you are not reconfiguring your organization to become a fast
changing, high-value-adding creator of niche markets, you are simply out of step"
(p. 53).
In a more recent book titled Competing by Design - the Power of
Organizational Architecture

( 1 997), Nadler and Tushman review the model for

organizational success that they originated and propounded in the mid-70s: the
congruence model. "According to this model, the components of any
organization exist together in various states of balance and consistency - what
we call 'fit.' The higher degree of fit - 'or congruence' - among the various
components, the more effective the organization" (p. 28). Little or no congruence
is likely to produce low organizational performance.
Organizational change is pervasive today, as organizations struggle
to adapt or face decline in the volatile environments of a global
economic and political world. The many potent forces in these
environments shape the process of organizational adaptation. As a
result, organizations may shift focus, modify goals, restructure roles
and responsibilities. For an organization to survive, it must be
compatible with its environment. . . . The importance for
performance of a simultaneous fit among all organizational
characteristics as well as with the organization's environments has
become clear (Druckman, Singer & Van Cott, 1 997, pp. 1 1 & 23).
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Organizations are re-engineering and working at defining core
competencies. All of these approaches are meaningful, "but useless unless
alignment is an underlying theme" (Burdett, 1 994, p. 59). "This process of
alignment defines the company's strategy. Over time, successful firms relate to
the market and the broader environment with a consistent approach that builds
on their unique competencies and sets them apart from their peers" (Miles &
Snow, 1 994, p. 1 2) . Kotter and Heskett ( 1 992) concur that cultures that fit the
organizational context and facilitate adaptation to change will be associated with
successful performance over time. The basic hypothesis is: "the degree to
which the strategy, work, people, structure, and culture are smoothly aligned will
determine the organization's ability to compete and succeed" (Nadler &
Tushman, 1 997, p. 34).
Nadler and Tushman's congruence model represents the core of the
theory of organizational alignment. Designing the elements of an organization its structure, systems and staffing - so that it fits its environment should result in
its being effective in performing its key tasks (Burton & Moran, 1 995; Doty, Glick
& Huber, 1 993; Lawrence, 1 993; Semler, 1 997; Williams, 1 993).
Metropolitan universities confront a dilemma created by their history
and environment. They were charged with responding to rising
local needs at precisely the same time that local urban areas were
undergoing unprecedented, often perilous, transformations . . . . A
rational solution to this dilemma, of course - especially considering
our funding problems - is to take the modern management
approach : to assess, "rightsize," and focus. In such a diverse
environment, no institution or group of institutions can be all things
to all people.
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We have heard the advice at innumerable national meetings and
workshops: use strategic planning to reveal the greatest needs and
opportunities, and pursue these intensively with a new
organizational structure configured to new priorities and specific
goals. Build on selected, existing strengths, and pick carefully the
projects or community groups you intend to work with. Reevaluate
the mission statement, refine your publicity and admissions
information, and maxim ize your competitive advantages in more
clearly delimited service areas. In short, find yourself a "niche" and
fill it (Brownell, 1 995, pp. 22-23).
M uch of the current business/corporate literature "emphasizes the role of
managers as interpreters and even manipulators of their organization's
environment" (Druckman, Singer & Van Cott, 1 997, p. 1 2). Cameron's studies
(1 978 and 1 986) of organizational effectiveness in colleges and universities
"concluded that the two main predictors of effectiveness were environmental
factors and management strategies" (Clott, 1 995, p. 4).
The challenge facing managers today is how to "align the organization in
such a way that it performs to its best capability" (St. Onge, 1 995, p. 5). The
judgment of top executives is critical to organizational alignment and firm
performance (Priem, 1 994).
Faculty Roles a n d Rewards - Achieving Alignment with the Service Mission

The literature on higher education has acknowledged for some time that
the faculty reward system is out of alignment with the institutional mission
(O'Meara, 1 997; Votruba, 1 996). While explicit values are expressed in
university mission statements - all of which accord equal value to teaching,
research and service - it is the implicit values that drive institutional policies and
compensation decisions. "Most people . . . subscribe to their institution's implicit
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value system, which includes teaching, research, and service, with research
receiving the most emphasis by far" (Haaland, Wylie & DiBiasio, 1 995, p. 1 00).
This imbalance between explicit and implicit values highlights the incongruence
of a university's mission and the roles and rewards of faculty (Boyer, 1 996).
" I n September of 1 990, University of California President David Gardner
established a university-wide Task Force on Faculty Rewards, chaired by Karl
Pister, then professor of engineering science" (Edgerton, 1 993, p. 1 3). The
resulting Pister report, published in 1 99 1 , discusses the mission statement as
one measure by which to compare faculty priorities and performance. The rather
comprehensive report gives special emphasis to responding to change. "As the
twenty-first century approaches, the University of California has an opportunity
and the obligation to take the lead in examining its mission, in ensuring that
faculty are encouraged to support the full-breadth of the mission and are properly
rewarded for doing so" (pister, 1 99 1 , p. 2).
I nstitutionally, we have a crisis of purpose in our colleges and
universities. Awareness that the dominant notion of scholarship is
inappropriate and counterproductive for the majority of our faculty,
as well as our institutions, is widespread. The concern runs deep,
yet when individual faculty are rewarded and "emerging" institutions
launch d rives toward higher standards of academic excellence, the
older, narrow definition of scholarship as research is reasserted
and given priority. As sociologist Everett Ladd points out: "When a
particular norm is ascendant within a group and institutionalized in
various ways, it is very hard for a member of a group to deny its
claim, even if intellectually he is fully convinced of its serious
deficiency." . . . what is especially needed is greater congruence
between individual faculty scholarship and institutional mission. It
is this congruence that gives special meaning to academic work,
sustains morale, cultivates commitment, and makes possible a
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more direct relationship between performance, evaluation, and
reward (Rice, 1 99 1 , p. 1 6).
In Making the Case for Professional Service, Lynton imparts what would
seem to be an obvious pOint - that the "outreach mission of an institution can be
carried out only through the work of its faculty and staff" (1 995, p. 8). Hence,
institutional commitment to service implies recognition of service as an important
faculty activity. And innovative institutional development most certainly will rely
on the reward structure for all faculty activities (Melville, 1 99 1 ).
In a future-focused organization the reward and compensation
system moves away from the one-dimensional functional view to a
multidimensional view. New behaviors are constantly introduced in
a future-focused organization, which requires the addition of more
multidimensional reward methods, while older outdated methods
are dropped . . . . The changing reward system becomes the "how"
to make cultural change a reality (Burton & Moran, 1 995, p. 1 88).
In a Michigan State University report excerpted in Making the Case,
universities are challenged to align faculty activities and institutional commitment:
"A close match between faculty expertise and the sUbstantive foci of outreach
activity is essential to ensure a robust level of authentically knowledge-based
outreach, as well as to integrate outreach into the intellectual fabric of the
university" (Lynton, 1 995, p. 55).
Addressing faculty priorities as determined by the promotion and tenure
system must be the initial step in the process of developing a clear mission
statement - one that centers the campus dialogue on the particular goals and
objectives of the institution. Unless the criteria by which faculty are recognized,
evaluated and rewarded are modified, the nature of faculty activities will remain
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constant (Diamond , 1 993). "Congruence between the work of the (service)
enclave and the institution's mission is an important variable for supporting,
encouraging, and rewarding faculty work in the community" (Singleton, Burack &
Hirsch, 1 997, p. 5).
Many claim, however, that the faculty reward system remains one of the
most ensconced traditions in academe although a critical assessment of our
prevailing faculty reward structure would reveal that it is far less functional than
assumed and not adequately serving academe's or society's needs. Sadly, the
faculty reward structure in the majority of our universities today is not responsive
to variations in types of faculty activity (Boyer, 1 990 & 1 996; Diamond, 1 993;
Elman, 1 99 1 ; G ray, Froh & Diamond, 1 992; Pister, 1 99 1 ; VCU Survey Research
Lab, 1 99 1 ) .
. . . the work of faculties has never existed in a vacuum. Their
current research emphasis, for example, is due in part to past
national priorities on defense and engineering. The problem is that
today's priorities are d ifferent. External audiences are asking for a
different kind of social relevance from higher education . . . . The
academy will benefit by recognizing the depth of this concern and
joining in the dialogue (Braskamp & Wergin, 1 998, pp. 63-64).
At present, neither the public nor the faculty seem satisfied with the
priorities explicit and implicit in existing faculty reward schemes.
Perhaps the reward system has been impervious to change,
because it has not been grounded sufficiently in the mission of the
institution and too often is treated as tangential to, rather than as an
integral part of, the overall functioning of the university. . . . The
faculty reward system should be seen as inextricably linked to, and
reflective of, the mission of the institution and as an ideal
mechanism for reaffirming and reinforcing its goals. Then, efforts to
institutionalize new means and approaches for rewarding faculty for
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teaching and other forms of professional work would be considered
and undertaken as part of an overall process to maximize the
effective attainment of institutional objectives. This would be
consonant with, and reflect, the commitment to meeting society's
needs (Elman , 1 99 1 , p. 30).
Robert Diamond insists in his and Adam's Recognizing Faculty Work:
Reward Systems for the Year 2000 that

in order to confront these issues, "the

system must be compatible with the mission statement of the institution" ( 1 993,
p. 8). J ust as the promotion and tenure system must be congruent with
articulated goals and objectives, the "institutional mission statement must be
realistic, operational, and sensitive to the unique characteristics and strengths of
the institution" (p. 8). "An institution cannot claim to have a unique mission . . . if
it does not also have a unique approach to assessing the quality of faculty"
(Hope, 1 992, p. 2). "There is considerable evidence that reward-system design
features affect each other and thus should be supportive of the same types of
behavior, the same business strategy and reflect the same overall managerial
philosophy" (Lawler, 1 987, p. 269).
Scholarship Reconsidered

In 1 990, Scholarship Reconsidered: Priorities of the Professoriate, a
report by Dr. Ernest L. Boyer, was released and quickly became the best selling
publication the Carnegie Foundation had ever issued.
Instead of describing faculty roles in terms of the familiar trilogy of
teaching, research, and service, Scholarship Reconsidered argued
that faculty were responsible for four basic tasks: advancing
knowledge, synthesizing and integrating knowledge, applying
knowledge, and representing knowledge through teaching. This
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formulation , originally proposed by Eugene Rice, then a Scholar in
Residence at . . . Carnegie . . . spoke to faculty not as "professors"
. . . but in terms of their deeper identities as "scholars" . . . .
(Edgerton , 1 993, p. 1 3).
This theory challenged faculty to assume responsibility for advancing and
applying their knowledge base. Teaching and service were to be considered as
expressions of their scholarship just as research was. Encouraged by
Scholarship Reconsidered,

the entire nation began to reexamine faculty roles

and rewards. This seminal work is credited with having brought the teaching and
service versus research issue to the forefront of public consciousness.
Elman recommends that institutions define their expectations for faculty
priorities within the framework of the institutional mission and commitment to this
new concept of scholarship ( 1 99 1 ). "An enlarged conception of scholarship
would address a number of critical problems currently plaguing both individual
faculty and colleges and universities across the several sectors of higher
education" (Rice, 1 99 1 , p. 1 6). Not only can the individual strengths of faculty be
recognized but institutions can take pride in achieving their distinctive scholarly
missions.
Any chance for achieving significant productivity gains or for
restructuring the university culture for the Information Age must
begin and end with the faculty, the custodians of the academic
culture and the center of academic power. The definition of work,
the system of rewards, and the structure of employment among
faculty bear almost no resemblance to the employment patterns of
any other industry preparing its workers for the twenty-first century
. . . . Team, g roup, and network approaches are seldom
encouraged or rewarded (West, 1 996, p. 5).
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I n his review of Boyer's canon, Lawrence Poston noted that "after World
War I I , with increased governmental support for research, the faculty reward
system narrowed at the very time the mission of American higher education was
expanding" ( 1 992, p. 43). As academic disciplines became increasingly
specialized, new knowledge moved further and further away from application to
society's problems. But the growth and development of America's economy will
be determined by investments in human capital - from the generation of new
knowledge to, more importantly, the application of that knowledge (Schuh, 1 991 ).
As metropolitan universities attempt to meet society's complex needs for
applied knowledge, they will be taking on new tasks and responsibilities in
recognition of the notion that scholarship is indeed more encompassing and
embraces both knowledge acquisition and communication. In defining the
"engaged campus," Helen Astin declared that " . . . all of the critical tasks we
perform - teaching, research, and service - must connect with the needs of our
local communities and the larger society" ( 1 995, p. 3).
The literature supports the theory that faculty roles and rewards still are
ambiguous. Campus surveys reveal that faculty themselves want more clarity
(Edgerton, 1 993). If academe heeds Boyer's more capacious vision of
scholarship and faculty are rewarded for focusing on the production and
d issemination of socially useful knowledge, American higher education can
become a vital force for social renewal.
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Morris Fiddler and a number of his colleagues at DePau l University have
developed guidelines for describing and assessing faculty scholarship in their
School for New Learning. The definitions and criteria should be instructive to
administrators at other institutions who seek to revitalize their reward systems.
The broadened view of scholarship, as purported by Boyer, increases the
flexibility to serve alternative missions and holds the potential for contributing to
increased alignment of missions and faculty activities of instruction, service and
professional development (Fiddler et aI. , 1 996) .
The g reatest challenge to the urban university is to encourage free
movement through the fields of scholarship. Urban universities cannot achieve
their missions or respond to their communities if they cling to an outmoded
definition of what is scholarly. They must champion the broadest vision of
scholarship (Johnson & Wamser, 1 997). "With our emphasis on responding to
the social and economic needs of our communities and providing leadership
through teaching, research, and professional outreach . . . urban and
metropolitan universities are the starship universities of the future" (Barnes,
1 996, p. 23).
The Social Contract - Defi nition and Benefits of Public Service

Throughout the history of American higher education , institutions have
aligned themselves with the larger social agenda and have acted as full partners
in promoting the economic, social and civic vitality of our nation. Recognizing
that an investment in its universities was a wise investment in the future, the
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U nited States has built what is considered the finest system of higher education
in the world (Votruba, 1 996).
"Universities are being called on to assist in ameliorating the considerable
social, health, and economic problems facing American society . . . . We have an
obligation to respond to these challenges" (Roberts, Wergin & Adam, 1 993, p.
68). As we approach the beginning of the 2 1 st century, our society is undergoing
a fundamental transformation that is forcing all institutions to adjust and realign in
order to maintain their role as agents of change. Clark Kerr has claimed that in
the 1 990s and beyond " . . . society is mostly the initiator, with higher education,
for the first time, mostly the defender of the status quo rather than the joint
initiator. . . . Society is the aggressor. . . . " There are more claims on fewer
resources and society is demanding of higher education a "reordering" of the use
of these resources (Kerr in Altbach, Berdahl & Gumport, 1 994, pp. 1 1 - 1 2) .
Increasingly, states and localities are being called upon to deliver services
and provide benefits to people at the community level. This shift of responsibility
and authority from the federal government back to the community suggests
opportunities for university outreach that will be monumental and imperative
(Mawby, 1 996). The intellectual capital of academia is appropriately considered
a significant community resource (Johnson & Wamser, 1 997). Universities must
serve as effective partners and engage in helping states meet their critical needs
instead of consuming state resources. One of the emerging paradigms affecting
society calls for increased cooperation and a win-win focus (Montgomery, 1 992).
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I n this time of worldwide chaos and change, urban universities have an
opportunity to develop and articulate a new vision of community-based education
that is locally responsive and globally competitive. The continued existence of
public universities depends on public support. To mai ntain that support,
institutions m ust address issues of concern to their publics. While there is no
"elegant" answer to the problem of teenage pregnancy, that does not absolve
academics from participating in a solution (Plater, 1 996; Stukel, 1 994) . "A
university m ust examine its social responsibilities if it wishes to acquire an
adequate understanding of its proper role and purpose in present-day society.
Like churches, u niversities experience the constant tensions that result from
embracing transcendent goals and ideals while having to exist and be of service
in a practical, imperfect world" (Bok, 1 982 , p. 1 0) .
E rnest Lynto n , i n Making the Case for Professional Service, called
attention to the fact that research in a practical context has contributed to
developments in a n umber of d isciplines. "Professional service provides a bridge
between practice and theory, a nd thereby can enhance the knowledge base of
academic d isciplines and professional fields. Professional service helps to test
the validity of basic paradigms and identifies new targets of inquiry" ( 1 995, p. 1 1 ).
The literature notes that most urban universities have developed mission
statements that acknowledge their "moral duties" and convey a sense of
responsibility to the communities they serve (Crosson, 1 985 and 1 988; Scott &
Ludwig, 1 995). John Bascon, president of the U niversity of Wisconsin in 1 874,
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argued that the university had a social mission in addition to the academic one.
Charles Van H ise, a student of Bascon's and later president of Wisconsin
himself, institutionalized this vision of a social mission and claimed it should hold
an equal place with teaching and research. This service mission was formalized
with passage of the Smith-Lever Act in 1 91 4 which authorized formation of the
Cooperative Extension Service (Schomberg & Farmer, 1 994).
"The role of the American urban university," as opposed to the German
model, "has been social" (Berube, 1 978, pp. 7-8). The land-grant college was
the major breakthrough in the conception of this role. These institutions were
chartered to shore up the agrarian economy and were considered "extremely
useful social institutions" (Anderson, 1 972, p. 5).
New York University sociologist Henry Pratt Fairchild declared in 1 932 at
the centennial celebration of NYU that "There must be," on the part of
universities, "an immediate and practical translation" of the ideal of social
obligation "into terms of direct social guidance and participation" (Bender, 1 988,
p. 260). This sentiment is evident today as American higher education is
"exhorted to turn the rhetoric of mission statements into the reality of an
institutional commitment to direct interaction with public and private-sector
constituencies . . . . " (Lynton, 1 995, p . 9).
For public service to be considered part of the mission of a
university is for service to be part of its fundamental purpose and
identity, to reflect what is considered important to do, and to be
embedded in aspirations and goals for the future. ' Mission also
helps define relationships with, and obligations toward, other
institutions in society. The public or professional service mission
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reflects an institution's recognition of its social responsibility
(Crosson, 1 988, p. 9).
Public service programs are cited frequently to indicate the strength or
weakness of a university's moral commitment to serve citizens of the state or
nation (Bok, 1 990). "This mediating role of public service programs becomes
more important as the social and political contracts between research universities
and their publics become increasingly problematic" (Wagner, 1 993, p. 725).
Chambers and Sanjeev recount the experiences of Wichita State
University in their article titled "Reflecting Metropolitan-Based Missions in
Performance I ndicator Reporting."
The use of community-based performance indicators lends
credibility to the reporting process and shows an earnestness that
translates into good public relations. Asking for feedback from the
community in itself demonstrates good will from a university
wanting to know what the citizenry thinks . . . . The ultimate success
of the university - rather than simple damage control - is the
primary reason for commun ity-based performance indicators. With
such success, a university, especially a nontraditional one such as
WSU, can go a long way in attracting and retaining good students
( 1 997, p. 1 47).
Steven Schomberg and James Farmer, in ''The Evolving Concept of
Public Service and Implications for Rewarding Faculty," maintained that there are
three theoretical concepts of public service that are helpful in understanding its
evolution ( 1 994). The first was introduced by Sandra Elman and Sue Marx
Smock in 1 985 in a monograph and was more fully developed by Lynton and
Elman in 1 987 in New Priorities for the University. They argued that the concept
of professional - professional because activities always are related to the faculty
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member's expertise and research - service is the preferred description of those
outreach activities performed by faculty for the public (Schomberg & Farmer,
1 994, p. 1 26 ) .
Checkoway provides a second conceptual view by asking the question "Is
it research or service to develop knowledge on . . . or does it depend on the
dissemination or uti lization of such knowledge" ( 1 991 , p. 222). This idea of the
purpose of the activity is critical when defining public service.
The third conceptual model of public service advanced by Schomberg and
Farmer is that of continuing education - instruction offered off campus, extension
activities, public policy forums and the like. These activities are targeted to the
community external to the university and contribute to the public good.
Lynton and Elman claimed that the "institutionalization of a reward
structure for faculty engaged in such activity does not imply a reduction in the
importance of traditional scholarship. Rather, it elevates to a comparable level of
importance and esteem . . . a broad continuum of knowledge-related scholarly
activities" ( 1 987, p. 1 48). Lynton, in Making the Case for Professional Service,
claimed that service signified the utilization of a university as an intellectual
resource for its immediate as well as broader constituencies and implied a
collective responsibility. Lynton cites one institution's definition of outreach as "a
form of scholarship that cuts across teaching, research, and service. It involves
generating, transm itting, applying and preserving knowledge for the direct benefit
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of external audiences in ways that are consistent with university and unit
missions" ( 1 995, p. 1 9).
Lynton corroborates what others have defined as public service as the
"application of the individual's professional expertise to problems and tasks
outside the campus" ( 1 995, p. 8). Unfortunately, over the years, and especially
in the decades following VVWII , the term "service" has increasingly taken on other
meanings of good institutional, disciplinary, and general citizenship. As service
came to denote good deeds rather than intellectual productivity, the value of
outreach diminished. For this and other reasons, service is now a very distant
third , behind research and teaching, in faculty roles and rewards.
A 1 990 statement by metropolitan university presidents claims that
professional service must include the "development of creative partnerships with
public and private enterprises that ensure that the intellectual resources of our
institutions are fully engaged with such enterprises in mutually beneficial ways"
(Scott & Ludwig, 1 995, pp. 56-57).
The benefits to the universities of such interactions are not
inconsequential. Many authors point out that institutions engaging in critical
issues in their communities and providing value-added assistance through
research, education or technical advice, will be able to tap into a variety of
funding sources which are not so readily available for basic research and
instruction purposes. Outreach activities benefit the university by creating an
expanding and diverse cadre of advocates and backers (Walshok, 1 996).
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Expanding organizational activity in problem-focused areas that enhance social
responsibility helps engender increases in constituency commitment (Cameron &
Tschirhart, 1 992).
In an article on fundraising and the urban advantage, Ramaley and
Withers contend that donors can be persuaded that the community has needs
that the university can address and that gifts given through the university are a
means to a larger societal end (1 997). The authors report the experiences of
Portland State University (PSU) to illustrate the challenges and opportunities in
fundraising in the metropolitan community.
Although there have been no substantial resources to support our
(PSU) differentiation into an urban research university, we have
chosen to proceed anyway, utilizing a combination of strategies . . .
the creation of new capacity through partnerships and alliances,
new funding strategies that utilize public and private funds to
support innovative mixed use facilities, and distinctive academic
programs that are built on a strong community base.
In some cases, we have been able to use our situation and the
political environment as a basis for the argument that a major gift
would make a major d ifference at PSU because of our
accountability, our effective use of state resources, and our focused
mission.
U rban institutions can make a genuine claim to be community
building organizations and can attract public-minded major donors
who may be persuaded to give to public purposes through the
university, even though their primary loyalty is to another institution
(Ramaley & Withers, 1 997, pp. 49-56).
In an enlightening article in the new publication Fast Company, Michael
Malone reports that Tom Hayes, a "civic entrepreneur," describes a new kind of
enterprise that will become the engine for good works � and good work - in the
future.
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He calls it the "socially networked company" ...:... a business that
builds its market power by maximizing intangible assets such as
goodwill, community support, and employee pride. The successful
organization of a decade from now will be one that recognizes that
the real value of the business is not on the balance sheet but in the
relationships it develops with a whole range of constituencies.
Doing well means doing good . There's been a fundamental shift in
the adversarial relationship between business realities and social
mission. If you are good to your own people, business allies,
customers, and the community, you can still make a lot of money.
Community investments create value - if you take care of your
community, it will take care of you (Malone, 1 997, p. 66).
Higher education lags far behind the business world where even
companies that are not considered enlightened encourage their employees to be
involved in their communities. Faculty, on the other hand , are rarely encouraged
to think this way; in fact, some actually are discouraged , "especially if they are
not yet tenured" (Gamson , 1 997, p. 1 2) .
Corporations do s o not out of superior morality but because it is good for
business.

University presidents are beginning to see the benefits of community

involvement for their institutions. "Contributions to the community bring public
relations benefits that cannot be bought at any price" (Gamson, 1 997, p. 1 3) .
In a n article about the ideal university model for the 1 990s, Thomas
Stauffer extols the benefits of the "partnership university."
The regional social services rendered by a partnership university
are not necessarily part of some master design or altruistic
purpose. Advocates of strategic planning, for example, underscore
the importance of "monitoring" a university's external environment,
but emphasis remains on maintenance of stability in a college or
university's internal environment by adjusting to external conditions.
With the partnership university, that attitude changes; if the region
where the institution is located prospers economically, culturally,
and intellectually, the college or university almost certainly will be a
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major beneficiary, and the institution would be wise to do what it
can to help develop as much regional strength as possible. It is a
variation of the "tide raises all ships" theme. These institutions will
engender genuine interest in their regions, even if the bulk of their
resources come from elsewhere in the form of tuition, state
subsidies, or endowment income, but the degree of regional
affiliation will depend principally on the attitude of each university
community and its president ( 1 990, pp. 20-21 ).
Another aspect to consider is the cultivation of the future student body of
the university. Wendy Young ( 1 995) makes a salient point in "UniversityCommunity Partnerships - Why Bother?" The greatest percentage of their
enrollment comes from the metropolitan communities surrounding the institution.
Therefore, the institution acts in its own best interest by assuming a role of
exemplary citizenship in its community and in ensuring the capacity of
prospective students to make it to college and on into the local workforce.
The debate over the social responsibility of the university continues
(Barnes, 1 996; Crosson, 1 985). Urban universities have a good chance of
leading in the decades to come if they can come to grips with their public service
missions (Patton, 1 994). By partnering with other agents of change and
integrating service and outreach into their mission , urban universities will set the
example in h ig her education in the 21 sl century (Legg, 1 994, Ziegler, 1 995).
These institutions have more intellect that any other in our culture. Surely, they
must respond to the challenges that confront society (Boyer, 1 994).
Obstacles to Fulfi l ling the Social Obligation

In spring 1 994, the Office of Urban and Metropolitan Programs of the
American Association of State Colleges and Universities (AASCU) and the
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National Association of State Universities and Land-Grant Colleges (NASULGC)
conducted a survey of approximately 280 member institutions which claimed to
be "urban" or "metropolitan" to obtain information regarding community service
activities. Only twelve percent of respondents reported that their institutions had
formal criteria governing approaches to and assessment of service activities
(Scott & Ludwig, 1 995).
Community service programs define one set of terms on which universities
negotiate their social contracts with their publics. These contracts are challenged
by the complexity and "messiness" of social issues (Braskamp & Wergin, 1 998;
Gamson, 1 997; Koehler, 1 978; Wagner, 1 993) as well as by internal structures
and cultures of the universities themselves.
General features of these challenges constitute a key theme in Clark
Kerr's enduring treatise, The Uses of the University.
. . . public concern about the social responsibility of colleges and
universities has increased. Within this renewed climate of concern,
colleges and universities have been criticized for a lack of
sensitivity to public considerations in general, . . . inattention to
problems of the larger society, and a lack of commitment to serving
the "public" of u ndergraduate students. These criticisms have
stimulated countervailing pressures within universities to resist
external definitions of their purpose, value, effectiveness, and
quality. These opposing concerns have increasingly destabilized
social and political contracts between research universities and
their publics and made the design, administration, and assessment
of public service programs both more problematic and more
important (Kerr, 1 972 in Wagner, 1 993, pp. 696-697).
In the past, outreach activities have been conducted in delivery formats
similar to those for on-campus instructional programs - narrow, simplistic and
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discipline-oriented. Academicians focused their concern and theory on the
individual within a social interrelationship, not on society as a collectivity of
individuals. Society, perceived as so diverse, could not become the basic unit of
study (Gamson, 1 997; Koehler, 1 978; Mawby, 1 996; Walshok, 1 996; Winkler,
1 990).
But community problems are multidisciplinary and multiorganizational and
cannot be solved by a single approach. The "users" or beneficiaries of new and
emerging knowledge are not just individual students but are organizations,
communities, and regional economies (Lynton & Elman, 1 987; Walshok, 1 996).
None of the critical issues confronting society can be dealt with adequately by
any one specialty. Knowledge resources and expertise in a broad range of
disciplines, professions and fields of concentration must be mobilized (Mawby,
1 996). "Faculty must . . . be willing to serve more as brokers than experts as
they acknowledge the expertise that lies within the community organizations"
(Young, 1 995. p. 75).
Service to agriculture by the land-grant colleges in the 1 9th and early 20th
century resulted in a broader interaction between higher education and rural
America. These institutions fulfilled their responsibilities to the people of a
westward-moving, largely agricultural society and enjoyed successes that made
it possible for substantial and relatively rapid progress.
One, there was a stock of knowledge to be exploited ; we presently
have little in the way of a comparable stock of knowledge about
urban problems. Two, there was a general consensus about the
importance of the problem at the time of the land-grant movement,
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and this general consensus carried with it adequate funding.
Three, the objectives to be achieved , improvement in the
productivity of our agricultural endeavors, were generally agreed
upon. Clearly, these cond itions are not present today with
reference to urban problems (Carnegie Commission on H igher
Education, 1 972, p. 70).
U nfortunately, the relationship between higher education and the urban
community has changed little since the Carnegie Commission acknowledged
these conditions nearly thirty years ago. Scott and Ludwig reported that urban
institutions responding to the survey conducted in 1 994 by the Office of U rban
and Metropolitan Programs named several conditions as barriers to meeting a
community service mission:
•

•
•

•

lack of resources/time for faculty to get involved to the extent necessary to
solve problems,
lack of recognition of community service for faculty as a scholarly activity,
lack of organization of various community service activities within the
institution ,
internal d isagreement about priorities for service ( 1 995, p. 60).

Marilyn Norman, i n her thesis on the public service mission at the U niversity of
Illinois at C hicago ( 1 995), found that inadequate definition of the institutional
mission and prevailing academic values were major constraining factors to
providing public service.
Faculty that have been surveyed have i nd icated time and time again that
research was virtually the "sole reward criterion" (Bieber, Lawrence & Blackburn,
1 992, p . 34). Grobman cautioned some years ago that the reward system in use
in most American universities actually was a "disincentive" to the contributions
that faculty of u rban institutions could be making to their communities ( 1 988, p.
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63). Conversely, efforts by administrators to refocuS mission and emphasize
service can be thwarted by this same culture with which faculty identify
(Singleton, Burack & H i rsch, 1 997, p. 6).
Zelda Gamson , founding director of the New England Resource Center for
H igher Education, outlined in an article in Change several strategies for
overcoming obstacles and creating an environment in higher education
conducive to rebuilding civic life:
•

•

•

•
•

•

•

establishing, or reestablishing relationships with communities i n a way that
takes them seriously
collaboration among groups - students, faculty, administration. Ways of
handling d iverse points of view and cultures should be models of the civic life
we wish to encourage i n our communities.
maintai n and expand the representation of the underserved populations of
this nation on our campuses
i ntegrate the contemporary world into the curriculum
devise ways of teaching and learning for civic life - active learning, learning
communities, reflective experiential projects
reconsider the domination of research and publications in tenure and
promotion decisions
Most importantly, we need to get over the traditional research culture that has
sapped the vitality of most of our colleges and universities by drawing faculty
away from commitment to their institutions and communities. The denigration
of applied research and problem-solving has further eroded higher
education's connection to the world (1 997, p. 1 3).
All participants i n the pursuit of the research university ideal will have to be

persuaded of the narrowness of the old vision (Walshok, 1 996). "What must our
universities do i n order to pursue the urban agenda? We must deliberately and
determinedly shift our institutional vision and rhetoric forward, toward a
challenging future, and i n the process yield up some of the comfortable
assumptions derived from great visions of the past" (Greiner, 1 994, p. 3 1 9).
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" I n the triu mvirate - teaching, research, and outreach - priority has
gravitated in the allocation of resources and the reward system to research, then
teaching, a n d , finally, outreach. If i nstitutions of higher education are to continue
to deserve and receive public support for their work within the university . . .
there needs to be a recommitment to . . . serving the public need" (Mawby, 1 996,
p. 53). This growing crisis in higher education is fostered by concern that
universities have failed to serve undergraduates and their publics and,
essentially, have broken "the social contract between faculty and those two
constituent groups" (Metzler, 1 994, p. 440).
"A commitment to professional service and outreach demands
sophisticated attention to the structures for carrying them out" (Gamson, 1 995, p.
4). Public metropolitan u n iversities attempting to bring about more than marginal
change may find themselves pursuing multiple missions. But, because of the
strong traditions borrowed from the comprehensive research university model,
urban institutions will find it extremely challenging to adapt their existing
structures, priorities, roles and rewards and, consequently, may not pursue any
of their missions effectively (Melville, 1 99 1 ) .
Russell Jacoby, in The Last Intellectuals, observes that the influence of
American academics has declined precisely because being an i ntellectual has
come to mean being in the university and holding a faculty appointment,
preferably a tenured one, of writing in a certain style understood only by one's
peers, and of conforming to an academic rewards system that encourages
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disengagement and even penalizes professors whose work becomes useful or
"popu larized" ( 1 987, p. 58).
"One of the most besetting vices of the university, and yet at the same
time one of its most charming characteristics, has always been its quaint
tendency to look inward and ignore the context of the society within which it lives
and without which it could not exist" (Pelikan, 1 992, p. 1 37).
" I've run into so many colleges and universities where the idea of reaching
out to the community is seen as vaguely distasteful and somehow it is a violation
of intellectual integrity to find out what it is that people are actually crying out for"
(Barnes, 1 996, p. 1 1 ). Clearly, faculty have been performing their own agendas
that are not aligned to the institution's mission (McMahon & Caret, 1 997).
Faculty work frequently is influenced more by disciplinary values than by
organizational mission (Colbeck, 1 996). The 1 989 Carnegie Foundation National
Survey of Faculty found that 40 percent of faculty rated their college or university
"very important" to them compared to nearly twice that many, 77 percent, who
rated their d iscipline "very important" to them.
"There is a growing sense that colleges and universities have become too
set in their ways to change - the last holdouts against the restructuring that is
recasting the American enterprise" (Zemsky & Massy, 1 995, p. 4 1 ). "American
universities need to commit themselves much more seriously than they have
done so far to a similar p rocess - keeping the best and changing the rest"
(Mahoney, 1 997, p. B5). Boyer quoted the historian Oscar Handlin in "Creating
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the New American College" published in The Chronicle of Higher Education in
1 994, "Our troubled planet can no longer afford the lUxury of pursuits confined to
an ivory tower. Scholarship has to prove its worth, not on its own terms, but by
service to the nation and the world" (p. A48).
'The u rban university is itself an essential and important element of this
'civic enterprise,' which it ignores at its peril" (Winkler, 1 990, p. 27). Research
i ntensive universities must become one of our nation's most diligent agents of
change for dealing with the social and economic issues that are so markedly
problematic in our u rban areas. "The great universities of the 2 1 st century will be
judged by their ability to help solve our most urgent social problems" (Greiner,
1 994, p. 3 1 7) .
Summary o f the Literatu re Review

This review of the literature on American higher education provides a
context within which contemporary issues can be studied. Emphasis was placed
on the emergence of a h ierarchy of institutional models and the impact that
phenomenon has had on established norms in the academy.
The analysis of the more recent works on growing pressures on higher
education to meet society's expectations supports the theory of the existence of
a "social contract" between the university and its public as well as the acceptance
of the pursuit of d istinctive m issions. The significance of the congruence of
institutional mission and the work of faculty in honoring this contract is
underscored.
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Discussion of Ernest Boyer's Scholarship Reconsidered reflects the
current environment of accountability in which a broader view of scholarship is
assessed . Acceptance of this more capacious view suggests another paradigm
by which to measure the success of an institution.
The body of knowledge summarized here provides the conceptual
framework for examining the alignment of faculty roles and rewards in the liberal
arts/sciences at u rban universities with the service mission - the objective of this
study. A number of empirical studies about faculty work a nd how it is valued and
rewarded have been conducted over the years (see pp. 5-8 of this report), but
few have been conducted exclusively at urban universities - those institutions
that make explicit claims of commitment to public service.

Chapter Three
Research Design and Methodology

This chapter provides a rationale for the selection of research methods for
this project and describes the population to be studied. Underlying assumptions
are identified, as a re relevant research questions.
Brief Restatement of the Problem

Despite explicit statements of commitment to public service and
community outreach , u niversities are not articulating this commitment in faculty
roles and rewards (Cook, Kinnetz & Owens-Misner, 1 990; Crosson, 1 985; Euster
& Weinbach , 1 983 & 1 994; Holland, 1 995; Kasten, 1 984; Lynton & Elman, 1 987;
Montgomery, 1 992; Singleton, Burack & Hirsch, 1 997). As a result, faculty
continue to spend time on traditional research and publication at the expense of
other activities called for in the service mission.
Even though there has been tremendous growth in the number and
diversity of u niversities after the Second World War, there has been an
astonishing u niformity of values and aspirations. This g rowth of American
universities triggered a movement toward a d ifferent conception of the institution
and established too narrow a definition of scholarship; indeed, all universities
adopted the goals and measures appropriate for the few larger institutions with
94
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ample research funding (Lynton & Elman, 1 987). The research project herein
examined this larger issue by focusing on one particular model of institution - the
urban u niversity.
In 1 968, when the Wayne Commission recommended the establishment
of "an urban-oriented state university in Richmond," Virginia, their report claimed
that such an institution "is unique in that its basic philosophy concentrates on
meeting the needs of an urban population living and working in an urban
environment. The city is truly its living laboratory" (Dabney, 1 987, p. 224).
The agenda of the contemporary urban university calls for a commitment
to service to the community in which it resides. Today the basic assumption is
not if a university should perform community service, but rather how it should
translate that emphasis into action (Spaights & Farrell, 1 986). The growing
success of u rban universities is tied to their ability to integrate service and
outreach into their mission (Legg, 1 994).
U ltimately, the faculty m ust bear the responsibility for carrying out any new
priorities and those priorities must become fully integrated into the academic
system of values and rewards if the nature of faculty work is to change
(Diamond, 1 993; Lynton & Elman, 1 987). "Culture change must be planned . . .
and aligned with strategy and leader behavior" (Burke & Litwin, 1 992, p. 529).
Samuel Hope, executive director of the National Office for Arts
Accreditation in H igher Education, claims, "It is not unusual to see tremendous
rhetorical emphasis on the mission-goal objectives equation within institutions
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and programs. It is a lso not unusual to see failure to work with the real meaning
of. this concept in various operational areas. The assessment of faculty work is
ene of these areas. . . . An institution cannot claim to have a unique mission . . .
if it does not also have a unique approach to assessing the quality of faculty" (in
Diamond, 1 993, p. 8).
Assumptions and Descri ptive Framework for the Study

The literature on h igher education recounts the widely-held assumption
that the d istinctiveness of institutional missions is best evaluated by an
examination of an institution's academic priorities for faculty and that the most
common approach to assessing or interpreting an institutional mission is to
examine the types of work for which faculty are most rewarded (Diamond , 1 993;
Lynton & Elman, 1 987; Melville, 1 99 1 ). But, there appears to be limited evidence
of efforts to examine the formal organizational arrangements at urban
universities. "These are the explicit structures, processes, systems and
procedures developed to organize work and to guide the activity of individuals in
their performance of responsibilities consistent with the stated strategies" (Nadler
& Tushman, 1 997, p. 32). This study constitutes such an effort.
Based on an extensive review of relevant literature, the following
hypothesis is advanced: faculty roles and rewards in the liberal arts/sciences at
urban universities are not fully aligned with the service mission; i. e., deans and
provosts assign relatively little value to public service and outreach activities.
This hypothesis informed the research design, components of which were the

97

development of relevant research questions and appropriate data collection
methods as well as the selection of the study population, the unit of analysis and
informants.
Research Questions

Data collection for this study was for the purpose of answering the
research questions listed below. The first three q uestions are descriptive and
should illuminate the attitudes, beliefs and behaviors of deans and provosts at
these i nstitutions. They a lso should provide insight into their perceptions of their
reality as well as what i nfluences their behavior.
The last q uestion was intended to capture a description of the
context/environment in which these academic leaders function. The research
findings should not only answer all the research questions, but also link back to
the original hypothesis that drives this study - faculty roles and rewards in the
liberal arts/sciences at urban universities are not fully aligned with the service
mission. As noted earlier in this report, the research questions are:
•

•

•

•

To what extent do deans of schools of liberal arts and sciences and provosts
at u rban universities perceive that a high value is placed on public service
and community outreach activities at their i nstitutions?
To what extent do deans of schools of liberal arts and sciences and provosts
at urban u niversities perceive that public service and community outreach
activities have a positive impact on promotion and tenure and faculty salary
increase decisions at their i nstitutions?
What relative value do deans of schools of liberal arts and sciences a nd
provosts at u rban universities place on public service and community
outreach activities by their faculty?
To what extent do deans of schools of liberal arts and sciences and provosts
at urban universities perceive that conditions, strategies and structures in
place at their institutions encourage faculty participation in public service
activities?
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Methodology

Yin explains that there are three purposes of research - exploratory,
descriptive and explanatory ( 1 984). If the research focuses on the "what" or the
"how many" or "how much," then usually an exploratory design is appropriate. In
contrast, "how" and "why" questions are more explanatory. But if the research
goal is to describe the existence of a phenomenon or the prevalence of certain
attitudes, as is the case i n this study, then a descriptive design is appropriate.
A combination of approaches was used in this study, both of which are
recommended for description. Descriptive designs are tools of public
administrators and policy analysts (O'Sullivan & Rassel, 1 989). The purpose of
this research p roject was to describe perceptions and behaviors prevalent at
urban u n iversities and, to some degree, the context in which certain
circumstances or conditions exist. The goal is to enhance the knowledge about
faculty roles and rewards at u rban institutions and to describe the environment or
culture that may i nfluence certain behaviors. Both the cross-sectional study and
the case study method, combining surveys, interviews and document analysis,
were used .
Cross-sectional design is one that collects data on all relevant variables at
one time. A key feature of a cross-sectional study is that its data represent a set
of people or cases at one point in time; i.e. , the design is viewed as a physical
"cross section" of the population of interest. This analogy' underscores the

99

tfmebound nature of the study and acknowledges that events clearly may change
markedly at a later time.
Cross-sectional designs are particularly suited for studies that involve
collecting data from a large group of subjects who are geographically d ispersed.
This type of study is the design of choice to gather information on attitudes and
behaviors. Cross-sectional designs frequently employ a survey as a data
collection strategy. The first phase of this research design employed such an
instrument.
Surveys can describe a phenomenon, but their ability to investigate
context is extremely limited. Therefore, the second phase of this research
project made use of the case study technique. One application of case studies is
to describe the real-life context in which a phenomenon exists. Administrators
may use a case study to investigate programs or policies that have had
remarkable success or that have individualistic or ambiguous outcomes. The
case under study must be contemporary and the investigator must have direct
access to people i nvolved .
Case studies are generalizable to theoretical propositions and not to
populations or universes (Yi n , 1 984). With case studies, the investigator's goal is
to expand and generalize theories. When the goal of research is to explain
processes and describe or interpret the contexts of complex actions where
variables are d ifficult to quantify or control, case study methods are effective
(Merriam, 1 988 in Holland, 1 995). This research design meets these conditions.
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Selection of Research Methods

Joseph Maxwell explains that the strengths of qualitative research are
derived primarily from its inductive approach, its focus on specific situations or
people, and its emphasis on words rather than numbers. He also defines several
research purposes for which qualitative studies are especially suited. Two of
those purposes are applicable to this research project:
1 . In a qualitative study, you are interested not only in the physical
events and behavior that is taking place, but also in how the
participants in your study make sense of this and how their
understandings influence their behavior. This focus on meaning is
central to what is known as the "interpretive approach to social
science."
2 . Understanding the particular context within which the
participants act, and the influence that this context has on their
actions. Qualitative researchers typically study a relatively small
n u m ber of individuals or situations and preserve the individuality of
each of these in their analyses, rather than collecting data from
large samples a nd aggregating the data across individuals or
situations (Maxwell, 1 996, pp. 1 7- 1 9).
Qualitative research methods also are noted for addressing practical purposes:
1 . Generating results and theories that are understandable and
experientially credible, both to the people you are studying and to
others . . . arg ues for a qualitative approach that emphasizes the
perspective of educators and the understanding of particular
settings, as having far more potential (than quantitative research)
for informing educational practitioners.
2. Conducting formative evaluations, ones that are intended to help
improve existing practice rather than to simply assess the value of
the program or product being evaluated (Maxwell, 1 996, p. 2 1 ) .
This study employed qualitative research to sample urban universities for
the prevalence of certain attitudes and conditions regarding faculty participation
in public service activities. Various data collection methods were used to
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describe the culture and environment and determine if there is support for the
underlying assumption of this project - faculty roles and rewards in the liberal
arts/sciences at urban universities are not fully aligned with the service mission .
U nit of Analysis

The unit of analysis for this study is the liberal arts and sciences schools
at urban universities. The a rts, humanities and sciences are considered the
intellectual core of institutions of higher education and, indeed , were the only
model of institution in America for more than two centuries. The mission of the
urban university cannot be articulated fully until faculty across the institution, and
especially in the liberal arts and sciences, are represented in these activities.
The liberal arts, humanities and sciences unit has the most central role in
undergraduate education, the greatest variety of academic fields and, therefore,
the most complex challenges in defining and exploring new forms of scholarship
(Holland , 1 995).
There is renewed emphasis in today ' s fast-paced , ever-changing
environment for university graduates to have a broad education in the liberal arts
- critical thinking, communications, literacy in technology, team work and a basic
understanding of their fellow human beings. The same faculty who have spent
their careers studying, researching and teaching psychology, sociology,
mathematics, history, sciences, languages and related d isciplines, should be well
qualified to address the problems that plague our urban communities.
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"Because urban life and the metropolitan economy combine challenges in
both h uman and technological development, the liberal arts and sciences would
be an integral part of the urban . . . university curriculum" (Oregon Governor's
Office, 1 990, p. 28). The u rban institutions' arts and sciences departments
should have the d ual m ission as classical academic units and purveyors of
applied research and community service (Smartt, 1 98 1 ) .
The u rban u niversity can honor its social contract b y sharing these expert
resources with all of its constituents. These "adaptive strategies" are necessary
to achieve the "fit" or congruence between the university and its environment
(Cameron, 1 984). Institutions m ust develop organizational cultures that support
the promotion of "knowledge utilization" (Bernstein, 1 994).
The liberal arts/sciences schools were selected as the focus of this
qualitative study. Qualitative inquiry typically focuses in depth on relatively small
samples selected purposefully. The logic and power of purposeful sampling lies
in selecting information-rich cases for study in depth (Patton, 1 990).
Informants

The deans of the liberal arts and sciences schools were selected for
participation in the survey and subsequent interviews because they are deemed
to be an excellent source of information for their schools. Their perceptions
would be of great value based on the following considerations:
•

Virtually all deans have been faculty for a number of years and have, most
likely, achieved a high rank; therefore, it can be assumed that these
.
individuals have participated in faculty roles and rewards processes at their
own and similar institutions for a long period of time.
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•

•

Deans are in a position to influence their faculty via articulating expectations
and making decisions about rewards.
As administrators, deans usually are familiar with the values and behaviors of
the leaders of their universities.
Singleton's, Burack's and Hirsch's study of "service enclaves" found

various types of leadership that supported the enclaves. "Advocacy leadership
most often occurs at the unit level from a director, dean or department chair that is, 'where the rubber meets the road' for faculty. These leaders provide
resources to encourage faculty service . . . and connect the service to the
institutional mission and the reward system" (1 997, p. 4). "Changes in the faculty
reward system will not occur unless an institutional climate conducive to change
is established and those affected by the changes - faculty, chairs, and deans are i nvolved i n the change process" (Diamond, 1 993, p. 1 9).
Findings from a study conducted at a research and a comprehensive
university implied that deans' policies had greater impact on the work of faculty
than did central administration policies. "Thus, to the extent that a dean's sense
of mission is consistent with the stated mission of the university, other features of
department context are more likely to be consistent as well, contributing to
contextual coherence and hence, congruence of faculty work" (Colbeck, 1 996, p.
45).
Provosts at these same urban universities were asked to participate in the
survey as well. The chief academic officer certainly is considered responsible for
inculcating the mission and values of the organization. "Because of the centrality
of academic affairs, its functions overlap with those of most other d imensions of
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the institution . As a result, the chief academic officer can acquire a
comprehensive and complex understanding of the institution and its operations"
(Saga ria & Burrows, 1 995, p. 7).
According to the research conducted by Singleton, Burack and Hirsch ,
"Symbolic leadership at the institutional level by a president or provost shapes
the institutional culture as one that is supportive of and committed to faculty
service and outreach. Symbolic leadership from the central administration can
be the most important . . . critical in broadening the concept of what constitutes
scholarship and i n conveying the seriousness with which the institution regards
service" ( 1 997, p . 5).
The literature review for this project d raws upon the analysis of faculty
perceptions in a n um ber of studies that others have conducted . This study,
however, adds to the body of literature by presenti ng the unique perspective of
insights and behavior of i nd ividuals i n decision-making positions.
P rovosts and deans are considered among the "elite" at universities.
Marshall and Rossman describe these i nd ividuals as the
. . . influential, the prominent, and the well-informed people in an
organization or community. Elites are selected for interviews on the
basis of their expertise in areas relevant to the research. Valuable
information can be gained from these respondents because of the
positions they hold in social, political, financial, or administrative
realms. Elites are also able to report on their organizations'
policies, past histories, and future plans ( 1 989, p. 94).
Hathaway, M ulholland & White emphasize the point that, "Metropolitan
universities will not come into full being without the leadership of the president,
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chief academic officer, deans and key faculty. The president and chief academic
officer must assume the responsibility of educating the faculty on the wisdom of
embracing the metropolitan model, helping to shape a mission statement clearly
stating the purpose of the institution with respect to the metropolitan environment
and devising a strategic plan to achieve the mission" ( 1 995, p. 1 5).
Hence the selection of two tiers of "management" of the "sub-units" - the
liberal arts/sciences schools - as informants in this study. Deans and provosts
use the reward system to reinforce the values of the institution. Likewise, the
"organization's reward system can be used to change the i nternal culture" (Burke
& Litwin , 1 992, p. 527). These decision makers hold the power for change.
Sample Frame

Urban universities, as compared to any other "model" of institution, were
defined i n Chapter One as having a particular, explicit commitment to public
service and outreach to the urban communities in which they reside. While
Peterson's Register of Higher Education

and similar directories may list all

institutions in u rban settings, they do not provide statements of mission or
philosophy. It is acknowledged, therefore, that there may be other institutions of
higher education located in urban locales that are not included i n the sample
frame. Urban universities, as defined in this study, usually are self identified in
some publication and/or organization of institutions.
The following groupings were included in the sample frame:
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the " U rban 1 3"

-

a list of 2 1 (as of January 1 996) peer-identified urban

institutions that share a philosophy about the urban mission and are
informally acknowledged by the national higher education associations as
representative of the urban university community (Holland , 1 995).
the Coalition of U rban and Metropolitan Universities

-

53 institutions (as of

February 1 997) that serve urban/metropolitan regions and subscribe to the
principles outlined in the Declaration of Metropolitan Universities (Appendix A
of this report) as stated in the journal Metropolitan Universities. "A shared
sense of m ission is the d riving force behind Coalition membership."
-

the 32 institutions surveyed by Mary Kinnick and Mary Ricks in their analysis
of urban public universities conducted in 1 978 and in 1 987. Their original
sample was d rawn from the population consisting of all public institutions that
achieved university status after World War I I and that were located in major
cities in the U n ited States (Kinnick & Ricks, 1 990).

-

the forty-nine recipients of U rban and Community Service Program grants as
funded by (and, therefore, deemed eligible) Title XI of the Department of
Education for FY 92 through FY 95.

Sample

Any d uplication among the four lists in the sample frame was accounted
for. Among the Coalition of Urban and Metropolitan Universities, I nternational
affiliates, p rivate institutions and universities located in small towns were deleted
because the focus of this study is on American, public institutions in metropolitan
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environments. Also, any recipients of the Title XI grants that were other than
public, four-year institutions (e.g. , community colleges) were not included in the
sample.
After these adjustments, a sample size of 70 remained (Appendix C). Of
this number, fifteen institutions were selected for a pretest of a survey instrument,
and the remaining fifty-five universities were contacted and asked to participate
in the full research project. The sample was neither random nor large enough to
make good use of inferential statistics; however, the research goal was to
describe the existence of certain attitudes, behaviors and conditions at these
purposefully-selected institutions.
Instrument Design

The author invited focused d iscussions with university deans, former
deans a nd other administrators at Virginia Commonwealth University (the
author's employer) to review a draft survey instrument. Suggestions were
generous and extremely helpful. Revisions in the definitions given and in the
wording and ordering of q uestions were made and the questionnaire was printed
in a "user-friendly" format and mailed to the pretest group.
At the time of pretest, a tentative sample population was limited to Title XI
recipients. F ifteen institutions in that group were randomly selected for pretest.
The pretest group was informed of the purpose of the research and asked not
only to complete and return the questionnaire, but also to give any comments
about the instrument itself. Eleven of the fifteen responded. As the pretest
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participants did not suggest any changes to the questionnaire, their responses
were com bined with the overall sample.
Both the pretest group and the study population received the
questionnaire along with a personalized cover letter signed by the author and the
(then) Vice Provost for Academic Affairs at Virginia Commonwealth University.
This cover letter stated the nature and purpose of the study and, more
importantly, indicated endorsement and sponsorship of the research project by
an academic leader of an urban university. Sponsorship is said to help establish
legitimacy of the survey and to have a positive effect on the rate of response
(O'Sullivan & Rassell, 1 989).
The research relationship created with one's study population is often
conceptualized as gaining entry to the setting (Maxwell, 1 996). This
endorsement on the part of the Vice Provost of Virginia Commonwealth
University facilitated a positive relationship both for the survey phase and , for a
subset of respondents, the subsequent interview phase of the study.
The survey began with questions that were relevant and easily answered
to d raw the respondent into making a psychological commitment to completing
the questionnaire (O'Sullivan & Rassell, 1 989). They were designed to obtain
both objective and subjective data.
Many of the questions originated from an instrument created and used by
Lynn Johnson to survey a random sample of 1 000 faculty at five Ohio state
universities. She studied faculty attitudes toward service programs and

1 09

published her results in a paper titled "Mobilizing the Faculty for Service"
(Johnson, 1 984).

Questions were modified as appropriate for this study.

The set of q uestions was created to flow smoothly. The format of the
questionnaire facilitated self administration - easy, straightforward questions laid
out in a clear and uncluttered format. It was not necessary for respondents to
collect any data or consult any records to be able to complete the questionnaire.
Participants were provided with a definition of public service and
community outreach to ensure consistent understanding across the sample.
Reliability of the instrument is enhanced when the questions mean the same to
every respondent.
The survey presented mostly closed-ended questions with an ordinal
scale for responses. Ordinal scales are dominant as a measure of subjective
states (Fowler, 1 988). A seven-category scale was employed . When asking
respondents to d iscriminate their opinions into ordered classes along a
continuum, it is probably better to have more categories than fewer. The validity
of a measure is increased only to the extent that real variation among
respondents is measured (Fowler, 1 988).
Closed-ended q uestions enable the respondent to more easily answer and
the researcher to more reliably interpret the meaning of answers.
Communicating consistently to all respondents the kinds of answers that
constitute an appropriate response also enhances reliability. An open-ended
statement was offered at the end of the q uestionnaire under "Additional
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Comments" to provide the opportunity to add any information or comments in the
respondents' own words.
Q uestions were designed to solicit opinions - said to be verbal
expressions of attitudes - and report on behaviors. M u ltiple questions intended
to measu re the same subjective state were asked . This strategy was employed
to improve validity of these measures.
Standard demographic questions, e.g. , age, gender, etc. , were not asked
as the personal characteristics of the deans and provosts were not relevant to
the purposes of the research . The author believed such information would not
contribute to the database. Surveying consumes good resources, including
respondent good will (O'Sullivan & Rassel, 1 989). Only q uestions that were
necessary for the study were asked . Any that were not in the analysis plan were
not included (survey instrument is in Appendix 0 of this report).
The cover letter incl uded a request for the following documents:
-

the mission statement for the school or college
promotion a nd tenure policies for the school or college
any faculty workload requirements or policies for school or college
any strategic planning documents for school or college
any school or college documents that provide specific policies/guidelines on
faculty evaluation criteria for public service and community outreach activities.
This technique helped to meet the criteria of triangulation - multiple methods

of data collection or sources of evidence - a strategy designed to ensure
construct validity.
Including the p retest, surveys were mailed to deans of the liberal
arts/sciences schools at the 70 institutions. After the initial mailing and two
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follow-up mailings, which included another copy of the questionnaire and a
postage-paid retu rn envelope, a total of 43 deans responded. Forty-one of the
surveys returned were usable, yieldi ng a 59 percent response rate.
Deans at Brooklyn and Hunter Colleges report to one provost at C U NY.
Therefore, surveys were sent to just the 6 9 provosts. A response rate of 78
percent was achieved with 54 provosts responding with usable surveys after two
mailings. Quantitative data were coded , tabulated and analyzed using Microsoft
Excel application software.
Upon review and analysis of the responses to the questionnaires sent to
deans, the research continued with the second phase of the design - the case
study. The case study employed document analysis (see Appendix E) and open
ended, follow-up i nterviews (see Appendix F) with certain of the deans based on
the reported value they placed on public service activities. The goal was to gain
insight into what might be considered a "successful" strategy and a positive
environment for increased emphasis on public service and community outreach
activities at u rban universities.
Design Delimitations

This study was limited to the experiences and self-reported behavior and
attitudes of deans of liberal arts/sciences colleges and provosts at urban
universities and the m issions and policies of their institutions as stated in
catalogs and other relevant documents. No attempt was made to compare these
findings to conditions at other types of i nstitutions.
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Also, while it may be interesting to conduct future studies of urban
university faculty beliefs and behaviors regarding public service, that research is
not within the scope of this project. In addition, there was no attempt to address
issues of quality or impact of any scholarly activities performed by faculty at
these institutions. Rather, a description of what practices, values and conditions
are in place was sought.

Chapter Four
Analysis of Survey Data

The1 992 Report of the Committee on the Status of Faculty Roles and
Rewards at Virginia Commonwealth University stated the following:
U niversities a re being called on to assist in ameliorating the
considerable social, health, and economic problems facing
American society. As a cornerstone of American society, we have
an obligation to respond to these challenges. Our mission as an
urban research institution further underscores the relevance of our
service activities.
John Melville and others have made the case that "the reward structure for
the faculty will be the key ingredient encouraging innovative i nstitutional
development" ( 1 99 1 , p. 49) and establishing d istinctiveness. However, in recent
years, as u niversities have gone about the process of clarifying their missions,
faculty have found themselves following policies and spending their time on
activities not aligned with the mission. I n general, performance evaluation
processes and reward systems at institutions of higher education frequently have
been found to be discordant with university mission and goals. The consensus
appears to be that "most of the commitment to community service on the part of
colleges and u niversities is lip service. The conditions that would encourage
more than just the very committed people do not exist on most campuses"
(Gamson, 1 997, p. 1 1 ) .
113
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This chapter interprets the data collected from the mail survey to answer
the research q uestions advanced earlier (p. 96). A primary goal is to determine if
the service mission has been translated into practices and structures in the
liberal arts/sciences at these urban institutions - institutions that make an explicit
claim of distinctiveness.
The research design for this project included a cross-sectional study of
urban u niversities across the United States. Academic administrators at 70
institutions (see Appendix C) were sent mail questionnaires. These institutions
are categorized by "Carnegie Classification" as follows:
Baccalaureate I I
Master's I
Doctoral I I
Doctoral I
Research I I
Research I

2
33
13
9
4
�
70

The number of deans and provosts responding with usable surveys from
the various Carnegie C lassifications of institutions were grouped as follows:

Baccalaureate I I
Master's I
Doctoral I I
Doctoral I
Research I I
Research I

Deans
2
19
8
8
2
2

Provosts
2
22
11
8
4
7

Total
4
41
19
16
6
9

41

54

95
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The survey i nstrument introduced the study b y defining public service and
community outreach as a programmatic relationship between a college or
university and external g roups, or community outreach by an individual faculty
member, to bring knowledge resources more d irectly and effectively to bear upon
the identification, u nderstanding and resolution of public and social problems.
The objective in providing this definition was to make clear that this study was not
concerned with departmental or university administrative service or professional
service to the d iscipline such as holding office in a national organization.
The survey consisted of 1 4 questions designed to assess the relative
value/support of public service at these institutions. Behavior q uestions asking
participants what they had actually done and opinion/attitude questions asking
their perceptions or thoughts about certain concepts were included. The objective
was to "test" for alignment of rewards, incentives and conditions with the service
mission. Tabulation and comparison of responses from deans and provosts are
presented throughout this chapter along with interpretation of the data.
A clear majority, approximately 90 percent of both deans and provosts
responding, believe that the number of public service and outreach activities in
which the liberal arts/sciences faculty are involved should increase, indicating
recognition that the status quo is not ideal and that change is necessary. And a
majority of both answered "yes" or "sometimes" when asked if faculty should be
allowed a reassignment of teaching responsibilities if involved in service
activities.
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Value Placed o n Public Service

For most of the questions, respondents were asked to rate, on a Likert
scale from " 1 " to "7," value or agreement with certain concepts, etc. For the
purposes of this analysis, we will consider responses at points " 1 " and "2" to
reflect little or no value or strong disagreement and responses at points "6" and
"7" to reflect great value or strong agreement. On all questions, if a participant
indicated a response between numbers, a coin toss in each instance determined
whether the higher or lower answer was coded .
When asked about the impact public service and outreach activities have
on faculty rewards, only 20 percent of provosts responding strongly agreed
(rating of "6" or "7") that public service has a positive impact on promotion and
tenure decisions. The modal response for that question was "4" for provosts and
"5" for deans. Only 1 7 percent of the deans strongly agreed that service has a
positive impact on promotion and tenure. Almost as many deans, 1 5 percent,
strongly disagreed that service has a positive impact on promotion and tenure.

Table 1 . Public service activities have a positive impact on promotion and tenure
decisions.
strongly
agree

strongly
disagree
1

2

3

4

5

6

7

nfa

3
5.6%

4
7.4%

12
2 2 . 2%

13
24. 1 %

11
20.4%

6
11.1%

5
9.3%

0 54 provosts
0.0%

2
4.9%

4
9.8%

5
1 2 .2%

10
24.4%

13
3 1 .7%

5
1 2.2%

2
4.9%

0 41 deans
0.0%
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An even larger percentage of provosts and deans in this study d isagreed that
participation in service and outreach activities has a positive impact on faculty
salary increases. In fact, 22 percent of provosts and 1 7 percent of deans
strongly d isagreed (rating of " 1 " or "2"). Only 1 1 percent of provosts and less
than 1 5 percent of deans strongly agreed that these activities have a positive
impact on salaries.

Table 2. Public service activities have a positive impact on salary increase
decisions.
strongly
d isagree

strongly
agree

1

2

3

4

5

6

7

n/a

5
9.3%

7
1 3. 0 %

13
24. 1 %

9
1 6.7%

14
25.9%

4
7.4%

2
3.7%

0 54 provosts
0.0%

2
4.9%

5
1 2.2%

7
1 7. 1 %

10
24.4%

10
24.4%

5
1 2.2%

1
2 .4%

1 41 deans
2 .4%

Forty-four percent of provosts and 42 percent of deans reported that their
institutions place great value on public service activities. Seventy-eight percent
of provosts and 68 percent of deans surveyed rated their institutions a "5" or
above on this q uestion. This relatively positive response is not consistent with
the opinion of a m uch smaller percentage of administrators in this study reporting
that service has a positive impact on faculty rewards. One might ask, if not
through rewards, how does the institution articulate the value placed on public
service?
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Table 3 . Value placed o n public service by university

practically no
value at all

great
value

1

2

3

4

5

6

7

n/a

0
0.0%

1
1 .9%

5
9.3%

6
11.1%

18
33.3%

14
25.9%

10
1 8.5%

0 54 provosts
0.0%

0
0.0%

1
2.4%

4
9 .8%

8
1 9.5%

11
26.8%

13
3 1 .7%

4
9.8%

0 41 deans
0.0%

When asked to rate the value placed by the liberal arts/sciences school on
these activities, 29 percent of deans rated their school 6 or higher. By
"

"

comparison , only 1 7 percent of all provosts responding rated the schools "6" or
higher.

I Table 4.

Value placed on public service by liberal arts/sciences school
great
value

practically no
value at all
1

2

3

4

5

6

7

n/a

2
3.7%

5
9.3%

5
9 . 3%

17
3 1 . 5%

15
27.8%

6
1 1 .1%

3
5.6%

1 54 provosts
1 .9%

0
0.0%

1
2.4%

2
4.9%

14
34. 1 %

12
29.3%

8
1 9.5%

4
9.8%

0 41 deans
0.0%

Provosts in this study rated the university higher than did deans, regarding
the value placed on public service, and deans rated their school higher than did
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provosts, indicating a difference i n perceptions o n the part of these
administrators. Nevertheless, both provosts and deans claimed that, overall, the
university places more value on service than does the school.
Faculty Roles and Public Service

Another group of questions on the survey used the scale from " 1 " to "7" to
identify strong d isagreement or strong agreement with each statement that
addressed the issue of faculty roles in fulfilling the service mission.
Fifty percent of provosts who responded strongly agreed (rating of "6" or
"7") that participation in public service and outreach activities by the liberal
arts/sciences faculty is essential to articulation of the service mission.

[able 5 .

Participation in public service is essential to the service mission.1

strongly
disagree

strongly
agree

1

2

3

4

5

6

7

n/a

0
0.0%

3
5.6%

5
9.3%

3
5.6%

16
29.6%

16
29.6%

11
20.4%

0 54 provosts
0.0%

However, only 1 7 percent of deans and 1 1 percent of provosts indicated
strong agreement when asked if faculty performance expectations in the liberal
arts/sciences actually reflect the public service mission - quite a d ifference
between what administrators believe faculty roles should be and what they
perceive that they are.
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[able 6.

Facult� �erformance ex�ectations reflect the �ublic service mission .1

strongly
d isagree

strongly
agree

1

2

3

4

5

6

7

n/a

2
3.7%

8
1 4. 8 %

8
1 4. 8%

17
3 1 . 5%

13
24. 1 %

6
1 1 .1%

0
0.0%

0 54 provosts
0 . 0%

1
2 .4%

3
7.3%

10
24.4%

9
22 . 0%

10
24.4%

6
1 4 .6%

1
2.4%

1 41 deans
2.4%

Only seven percent of deans responding to the survey strongly agreed
that their faculty attach a g reat deal of importance to public service activities.

[able 7 .

Faculty attach a great deal of im�ortance to �ublic service activities.1
strongly
agree

strongly
d isagree
1

2

3

4

5

6

7

n/a

2
4.9%

6
1 4.6%

7
1 7. 1 %

14
34. 1 %

9
22.0%

2
4.9%

1
2 .4%

0 41 deans
0.0%

This attitude is to be expected if both deans and provosts feel strongly that
service does not have a positive impact on faculty rewards and is consistent with
the fact that the majority of deans and provosts reported that less than 30
percent of liberal arts/sciences faculty at their institutions are involved in public
service activities. As would be expected, if it is perceived that these activities do
not have a positive impact on faculty rewards, then it follows that the majority
d isagree that faculty attach a g reat deal of importance to these activities.
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Similarly, only seven provosts, 1 3 percent of those responding, strongly
agreed that faculty in the liberal arts/sciences at their institutions are fulfilling the
public service m ission.

[Table 8.

Liberal arts/sciences faculty are fulfilling the public service mission.\

strongly
disagree

strongly
agree

1

2

3

4

5

6

7

n/a

0
0.0%

7
1 3.0%

6
1 1.1%

15
27.8%

19
35.2%

6
1 1 .1%

1
1 .9%

0 54 provosts
0.0%

Relative Value of Faculty Activities

Participants were asked to indicate relative value actually placed on the
various faculty activities when considering faculty rewards in terms of promotion
and tenure and salary increases. When comparing responses from all the
classifications of institutions in this study, both provosts and deans who
responded reported a mean value of 40% for teaching (out of a total of 1 00%)
and 36% for research (defined as publications, grants, contracts, other scholarly
activities, etc.) when considering both faculty reward decisions.
While the number of different classifications of institutions represented
here was insufficient to generalize across all such institutions, the responses are
fairly consistent with what we learned from the literature. When comparing
responses from provosts and deans across Carnegie Classifications, again the
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lowest mean value or reward is assigned to service and outreach when
considering either promotion and tenure or salary increases.
Provosts at Research I and I I and at Doctoral I and I I universities, on
average, valued research the most and public service the least when making
decisions about promotion and tenure. Deans from Research I, Research II and
Doctoral II institutions in this study assigned , on average, the highest value on
research and the lowest on service.
Both deans and provosts at the Baccalaureate and Master's universities
who responded to this survey valued teaching the most, on average, and, again,
service the least when considering salary or promotion and tenure decisions.
When considering salary decisions at Research I and II institutions, both deans
and provosts, on average, valued research the same or more than teaching. But
regardless of whether teaching or research is valued most, service is least.
Responses about the value of public service compared to other faculty activities
across all the institutions were detailed further. Fifty-four percent of all provosts
responding reported a value of 1 0 percent or less for service and outreach
activities when considering promotion and tenure decisions. Only four provosts,
seven percent, value this activity at 30 percent or more. Sixteen of the 54
provosts respondi ng reported a value of between 1 0 and 30 percent.
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Table 9A. Actual value placed on public service when considering promotion and
ten u re decisions - provosts
provosts - promotion and tenure
teaching
research
academ ic/admin service
public service/outreach
valued ::: 30%
valued > 20% & < 30%
valued 20%
valued > 1 0% & < 20%
valued � 1 0%
did not answer

average 4 1 .21 %
average 38. 1 1 %
average 7 . 93%
4
3
4
9
29
5
54

other activities

7.4%
5.6%
7.4%
1 6.7%
53.7%
9.3%
average .04%

Table 98. Actual value placed on public service when considering promotion and
tenure decisions - deans
deans - promotion and tenure
teaching
research
academic/admin service
public service/outreach
valued ::: 30%
valued > 20% & < 30%
valued 20%
valued > 1 0% & < 20%
valued � 1 0%
did not answer
other activities

average 4 1 . 59%
average 36.88%
average 1 0. 0 1 %
2
2
5
24
7
41

4 . 9%
2.4%
4.9%
1 2.2%
58.5%
1 7. 1 %
average . 38%

Only two deans from all classifications of the urban institutions participating in the
survey value public service at 30 percent or more when considering p romotion
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and tenure decisions. Fifty-nine percent, 24 deans, reported a value of 1 0
percent or less. Only eight deans responding reported a value of between 1 0
and 30 percent for service.
The same number of provosts and deans in this study, four and two
respectively, reported a value of 30 percent or more for public service activities
when considering faculty salary increase decisions. Forty-one percent of
provosts value public service at 1 0 percent or less for salary increase decisions.
Twenty-three deans, 56 percent, value service at 1 0 percent or less when
considering salary. N ineteen provosts and six deans in this study value service
at between 1 0 and 30 percent when considering salary increase decisions.

Table 1 0A. Actual value placed on public service when considering salary
increase decisions - provosts
provosts - salary increases
average
teaching
average
research
average
academic/admin service
public service/outreach
4
valued ::: 30%
<
3
valued > 20% & 30%
7
valued 20%
9
valued > 1 0% & < 20%
22
valued � 1 0%
9
d id not answer
54
average
other activities

39.21 %
33.87%
1 0. 5 1 %
7.4%
5.6%
1 3.0%
1 6.7%
40.7%
1 6.7%
2.44%
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!able 1 0B . ��tual value placed on public service when considering salary
Increase decIsions - deans

deans - salary increases
teaching
research
academic/admin service
public service/outreach
.
valued � 30%
2
valued > 20% & < 30%
1
valued 20%
1
valued > 1 0% & < 20%
4
valued � 1 0%
23
did not answer
10
41
other activities

average 37.68%
average 36.7 1 %
average 1 0.79%
4.9%
2.4%
2.4%
9.8%
56. 1 %
24.4%
average 3.87%

Overall, provosts reportedly value service more than do deans on both
issues. One could infer that this emphasis on service on the part of senior
administration has not been articulated at the school level and/or that the service
mission possibly is carried out in other units.
These find i ngs speak to the impact of leadership on articulation of the
service mission at the school level - the locus of faculty activities. A number of
scholars of organizational effectiveness "consider the decisions and actions of
managers to be the most important causes of organizational adaptation"
(Cameron, 1 984, p. 1 27). While some contend that i nternal culture influences
effectiveness, there is support for managerial strategy as a key indicator of
effectiveness - especially at the sub-unit level" (Clott, 1 995, p. 1 3). If the majority
of deans and provosts at these i nstitutions do not value public service and
outreach activities highly, then faculty are not likely to pursue those activities.
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C learly, reported actual behavior when assigning value/rewards for public
service and outreach activities is d iscordant with efforts to achieve a distinctive
; service mission . Responses from the academic administrators in this study are
consistent with and reinforce the results of similar previous studies that,
regardless of what is val ued most, public service is valued the least (Euster &
Weinbach, 1 983 & 1 994; Fairweather, 1 993; Johnson , 1 984).
The findings on the actual behavior of academic administrators regarding
faculty rewards are extremely significant to this study. Despite expressions of
opinion that great value is placed on public service by the institution , these views
appear to be weakly translated into actual rewards at the school level . According
to this data, management strategy, defined as "the pattern of decisions and
activities that allocate the organization's resources" (Clott, 1 995, p. 5) is not in
alignment with the m ission of service and outreach at these urban universities.
Other Institutional Support for Pu blic Service

In addition to questions about behavior, the survey included questions
intended to ascertain the existence of certain conditions at these institutions that
may encourage faculty participation in public service and community outreach
activities. The objective here was to learn what support for the service mission is
provided by the organizational context.
Questions as to whether these institutional conditions encourage faculty
participation produced mixed results. Overall, 4 1 percent of provosts and 29
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percent of liberal arts/sciences deans stated that university recognition for faculty
participation encouraged participation (rating of "6" or "7") in service activities.
Table 1 1 . Extent that university recognition for faculty encourages participatio n
in public service
d iscourage
participation

encourage
participation

1

2

3

4

5

6

7

n/a

0
0.0%

2
3.7%

6
1 1 .1 %

7
1 3.0%

17
3 1 .5%

17
3 1 .5%

5
9.3%

0 54 provosts
0 . 0%

1
2.4%

2
4.9%

5
1 2.2%

11
26.8%

10
24.4%

10
24.4%

2
4.9%

0 41 deans
0.0%

Only about 1 5 percent of both deans and provosts responding to this
survey stated that policies regarding faculty compensation encouraged
Table 1 2 . Extent that policies regarding faculty compensation encourage
participation in public service
encourage
participation

discourage
participation
1

2

3

4

5

6

7

n/a

3
5.6%

2
3.7%

15
27.8%

14
25.9%

11
20.4%

7
1 3.0%

1
1 .9%

1 54 provosts
1 .9%

3
7.3%

6
1 4.6%

6
1 4.6%

13
3 1 .7%

7
17.1%

4
9.8%

2
4.9%

0 41 deans
0.0%
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participation . The modal response for provosts was "3" and for deans was "4."
Based on responses to previous q uestions, one m ight infer that university
recognition involves something other than faculty compensation.
Only five percent of deans and 17 percent of provosts strongly believe that
peer support/academic culture at their institution encourages faculty participation.
Table 1 3 . Extent that faculty peer culture encourages participation in public
service
encourage
participation

discourage
participation
1

2

3

4

5

6

7

n/a

1
1 .9%

4
7.4%

9
1 6 .7%

21
38.9%

10
1 8 .5%

8
1 4 . 8%

1
1 . 9%

0 54 provosts
0 . 0%

2
4.9%

9
22.0%

6
1 4 .6%

14
34. 1 %

8
1 9 . 5%

1
2.4%

1
2 .4%

0 41 deans
0.0%

Apparently, the faculty peer culture is incongruent with participation in public
service activities. Close to 76 percent of deans and 65 percent of provosts rated
this critical factor "4" or less.
Similarly, a very small minority of respondents believes that financial
procedures for expenditures and cost accounting encourage participation. And
only about 1 5 percent of provosts and seven percent of deans strongly believe
(rating of "6" or "7") that policies for sharing costs and revenues encourage
faculty participation in service.
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Table 1 4 . Exte �t th �t fin ancial procedures for expenditures and cost accounting
.
.
.
encourage participation In public service
d iscourage
�
.
' . .
participation

encourage
participation

1

2

3

4

5

6

7

nfa

o

0 . 0%

7
1 3. 0%

11
20.4%

22
40.7%

3
5.6%

5
9 . 3%

1
1 . 9%

5 54 provosts
9 . 3%

4
9.8%

6
1 4.6%

11
26.8%

13
3 1 .7%

4
9 . 8%

2
4.9%

o

1 41 deans
2 .4%

0 . 0%

Table 1 5 . Extent that policies for sharing costs and revenues encourage
participation in public service
discourage
participation

encourage
participation

1

2

3

4

5

6

7

nfa

2
3.7%

4
7.4%

13
24. 1 %

13
24 . 1 %

10
1 8 .5%

5
9.3%

3
5 .6%

4 54 provosts
7.4%

4'
9.8%

9
22.0%

7
1 7. 1 %

8
1 9 . 5%

9
22.0%

3
7 . 3%

0
0.0%

1 41 deans
2 .4%

And, in most cases, 26 percent or fewer of both provosts and deans
r. esponding to this survey believe that availability of appropriate facilities and
�
!

.equipment, administrative procedures, and program support services encourage
participation. One would conclude from these responses that strategies and
,tructures at these institutions are not in alig nment with the service mission.
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Table 1 6 . Extent that certain conditio ns encoura ge participa tion in public service
discourage
participation

encourage
participation

availability of facilitie s and equipment
1

2

3

4

5

6

7

n/a

1
1 . 9%

3
5.6%

9
1 6. 7%

12
22.2%

20
37.0%

8
1 4.8%

1
1 .9%

0 54 provosts
0 . 0%

3
7.3%

3
7.3%

4
9.8%

12
29.3%

11
26. 8%

6
1 4.6%

1
2.4%

1 41 deans
2.4%

administrative procedu res for program appro val
1

2

3

4

5

6

7

n/a

1
1 . 9%

2
3 . 7%

4
7.4%

9
1 6.7%

19
35.2%

5
9 . 3%

4
7.4%

0 54 provosts
0 . 0%

4
9.8%

2
4.9%

2
4.9%

12
29.3%

14
34 . 1 %

6
1 4.6%

1
2 .4%

0 41 deans
0.0%

program suppo rt services
1

2

3

4

5

6

7

n/a

1
1 . 9%

4
7.4%

2
3.7%

12
22.2%

21
38.9%

12
22.2%

2
3.7%

0 54 provosts
0.0%

4
9.8%

3
7 . 3%

2
4.9%

16
39.0%

12
29.3%

2
4 . 9%

1
2.4%

1 41 deans
2.4%

When asked to estimate the percentage of liberal arts/sciences faculty
involved in service and outreach activities, the majority of deans and provosts

131

Table 1 7. Percentage of faculty in liberal arts/sciences schools involved in public
service activities
� 75%
50% & < 75%
> 25% & � 50%
> 1 5% & � 25%
� 1 5%
no answer

3
8
17
12
12
2
54

5.6%
1 4.8%
31 .5%
22.2%
22.2%
3.75%
provosts

� 75%
50% & < 75%
> 25% & � 50%
> 1 5% & � 25%
� 1 5%
no answer

5
4
11
11
8
2
41

1 2.2%
9.8%
26.8%
26.8%
1 9.5%
4.9%
deans

>

>

reported that less than half of their faculty are participating. More than 44
percent of provosts and 46 percent of deans reported 25 percent or fewer are
involved. This would be expected given the value placed on such activities by
those who administer faculty rewards.
Additional data regarding infrastructure were collected from the responses
to questions asking if their institutions have a service learning program for
students and a formalized faculty development initiative/unit to encourage faculty
involvement in service and outreach. Given the emphasis in recent years on
service learning in the curriculum, this question was intended as one barometer
of the commitment to service. These programs are a vehicle through which
liberal arts/sciences facu lty can be drawn into public serVice activities.
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Thirty-four of the 54 provosts and 28 of the 41 deans responding , more
than 60 percent of each , reported having a service learning program . Nineteen
provosts and 1 5 deans, slightly over one third , reported having a formal
initiative/unit to support faculty participatio n in outreach . Even though the
majority of these institutions have incorporated service learning into their
instructional programs, considerably fewer appear to support involvement in
external service in the form of organized , multi-disciplinary faculty development.
Respondents who reported having a service learning program and those
who reported having a faculty development unit were more likely to indicate a
rating ("6" or "7") than those without these programs when asked about the
high
\
value placed on public service by their university. Deans more than provosts
apparently associate service learning with support on the part of the university.

Table 1 8 . Existence of service learning program compared to responses about
value placed on public service by university
yes

-

service learning program/value placed on service by university
great
value

practically no
value at all
1

2

3

4

5

6

7

n/a

0
0.0%

0
0.0%

2
5.9%

4
1 1 . 8%

12
35.3%

9
26.5%

7
20.6%

0 34 provosts
0.0%

0
0.0%

1
3.6%

2
7. 1 %

5
1 7 .9%

6
2 1 .4%

10
35.7%

4
1 4 .3%

0 28 deans
0 . 0%
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no

-

service learning program/value placed on service by university

practically no
value at all

great
value

1

2

3

4

5

6

7

n/a

0
0.0%

1
5.0%

3
1 5.0%

2
1 0.0%

6
30.0%

5
25.0%

3
1 5.0%

0 20 provosts
0.0%

0
0.0%

0
0.0%

2
1 5.4%

3
23. 1 %

5
38.5%

3
23. 1 %

0
0.0%

0 1 3 deans
0.0%

Table 1 9. Existence of faculty development initiative compared to responses
about value placed on public service by university
yes

-

formalized faculty development initiative/value placed on service/university
great
value

practically no
value at all
1

2

3

4

5

6

7

n/a

0
0.0%

0
0.0%

0
0 . 0%

2
1 0.5%

6
31 .6%

4
21.1%

7
36.8%

0 1 9 provosts
0.0%

0
0.0%

0
0.0%

0
0 . 0%

3
20.0%

4
26.7%

6
40.0%

2
1 3.3%

0 1 5 deans
0.0%

no

-

formalized faculty development initiative/value placed on service/university
great
value

practically no
value at all
1

2

3

4

5

6

7

n/a

0
0.0%

1
2 . 9%

5
1 4.7%

4
1 1 .8%

11
32.4%

10
29.4%

3
8.8%

0 34 provosts
0.0%

0
0.0%

1
3.8%

4
1 5.4%

5
1 9.2%

7
26.9%

7
26.9%

2
7.7%

0 26 deans
0.0%
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By comparison, both provosts and deans who reported having these programs
did not rate the liberal arts/sciences school as highly as they rated their
unive rsities regarding placing value on service.
Table 20. Existence of special programs compared to responses about value
placed on public service by school
yes

-

service learning program/value placed on service/school

practically no
value at all

great
value

1

2

3

4

5

6

7

n/a

1
2.9%

1
2.9%

2
5.9%

13
38.2%

12
35.3%

2
5.9%

2
5.9%

1 34 provosts
2.9%

0
0.0%

1
3.6%

2
7. 1 %

9
32. 1 %

6
21 .4%

6
21 .4%

4
14.3%

0 28 deans
0.0%

yes

-

formalized faculty development initiative/value placed on service/school
great
value

practically no
value at all
1

2

3

4

5

6

7

n/a

1
5.3%

0
0 . 0%

3
1 5. 8%

5
26.3%

5
26.3%

3
1 5.8%

2
1 0. 5%

0 1 9 provosts
0.0%

0
0.0%

0
0.0%

1
6.7%

3
20.0%

5
33.3%

4
26.7%

2
1 3.3%

0 1 5 deans
0.0%

Evidently, the existence of these programs is more closely associated with the
perception of high value placed on service by the university than by the school.
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The survey closed with open-ended questions asking what factors at the
institutions encourage faculty participation in service and outreach and what
factors are considered obstacles. Responses are quoted as follows:
•

•

•

•

Obstacles: lack of knowledge about service learning and service; multiple
demands; time constraints; lack of rewards and recognition - working to
change but this is happening more slowly
Articulated as a goal by Chancellor. Resources put into service learning/
outreach but little faculty input or buy-in
There is strong campus commitment to outreach , but opportunities for such
activities vary greatly by d iscipline and specialization .
While outreach/community service activities are viewed as very important,
admin istrative support (including financial support) is not always forthcoming
from the higher administration.

Direct Comparisons

Of the 70 institutions surveyed , there were 34 institutions, half of the total
study population, from which responses were received from both deans and
provosts. Among these, 41 percent of deans and 38 percent of provosts
indicated that their universities placed a high value on service ("6" or higher).
Only 29 percent of deans and 1 8 percent of provosts rated the school as highly.
As with the total study population, the commitment to service at the liberal
arts/sciences school level does not appear to be as strong.
Twenty-two of these 34 institutions have a service learning program and
1 3 have a formalized faculty development initiative/unit. Of those with service
learning, 50 percent of deans and 41 percent of provosts rated the university as
placing high value on service ("6" or higher). As in the overall results, the
frequency of joint occurrence of the existence of a service learning program and
perception of high value at the university level is relatively high.
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The relationship between the existence of a formalized faculty
development initiative/unit and the perception of value on the part of the
university appears fairly strong according to responses from these 34 deans and
provosts. Forty-six percent of deans and 54 percent of provosts at institutions
with these formalized programs rated their universities "6" or higher on placing
value on service.
Neither group - those with service learning and those with formalized
faculty development - rated the school as highly as they did the university on
valuing service. One might infer that all respondents credit the university, more
than the school, with development and support of such programs.
As in the overall responses, a majority of provosts, 56 percent, strongly
agree that participation in service activities is essential to articulation of the
service mission . Among these 34 institutions, only 1 2 percent of deans strongly
agree that the performance expectations for faculty in the liberal arts/sciences
reflect the public service mission. It is easy to understand , then, that only 9
percent of these 34 deans strongly agree that their faculty attach a great deal of
importance to service.
At these 34 institutions, the mean response from deans and provosts was
that only 36 percent of liberal arts/sciences faculty are involved in service and
outreach activities. This is not surprising when provosts at these same schools
reported placing an approximate mean value of less than 1 5 percent on service

1 37

for promotion and tenure and salary decisions and deans a mean value of less
than 1 1 percent.
There was a wide variance in some of the responses from deans and
provosts at the same institutions about faculty participation in service activities.
In one case, the provost claimed that 75 percent of faculty in the liberal
arts/sciences are involved , but gave a value of only five percent to service when
considering faculty rewards. The dean of the liberal arts/sciences at that same
institution estimated that only 20 percent of faculty are involved and
acknowledged that he/she placed only 1 0 percent value on service.
At another university, the provost reported valuing service at 33 percent
when considering faculty rewards and estimated 70 percent involvement. The
dean of the arts/sciences school reported valuing service at 5 percent for
promotion and tenure decisions and 0 percent for salary decisions and estimated
30 percent involvement. Quite a difference in perceptions at the same university!

Oddly enough, both the dean and provost rated the school and the university as
placing a very high value on service (rating of "7" for both) .
This dean commented o n his survey response that the university has "a
whole unit called Community I nteraction Center that coordinates assignments for
students. Almost all majors in . . . (college) require internships." Apparently, his
interpretation of the service m ission involves students and does not necessarily
demand faculty involvement. The provost's perception, however, is that faculty
are performing service activities and that this role is highly valued. This certainly
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is a case where the chief academic officer's values are not articulated at the
sch ool level.
At yet another institution, the dean placed a value of ten percent on
service activities and the provost reported a value of 30 percent. Both claimed
that 1 5 percent of liberal arts/sciences faculty were involved in service; both
agreed that the university places a higher value on service than does the school
(ratings of "5" and "6" compared to "4" and "4"). However, where the college
Statement of Values includes a more general commitment, "We believe our
College has a central role to play in the economic and cultural growth of our city;"
the university's Statement of Mission purports a more contemporary philosophy,
As a research university, The University . . . develops, integrates,
disseminates, and applies knowledge. Faculty maintain on-going
programs of basic and applied research or creative activities
appropriate to their disciplines. The University's urban environment
provides a rich opportunity for research and creative scholarship,
and for the use of that scholarship in the intellectual and cultural
development of the region. The University's commitment to
fostering a research and creative environment harmonizes with the
other aspects of its mission .
While a greater number of the 34 provosts than deans strongly agree that
service has a positive impact on promotion and tenure, the reverse is true about
impact on salary decisions. Again leadership policies and attitudes are not in
alignment with those of managers who usually allocate the financial rewards.
Conclusions

This study data shows that at all types of institutions claiming to be "urban
universities" with an explicit commitment to public service, the a verage value
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actually placed by both provosts and deans on public service and outreach when
considering rewards for all faculty activities is less than 1 3%. In fact, an average
of 52 percent of all respondents placed a value of ten percent or less on service
and outreach when considering promotion and tenure and salary decisions.
Based on the findings of this survey, the conclusion can be drawn that,
overall, strategies, rewards and structures at the majority of the liberal
arts/sciences schools that were part of this study are not in alignment with the
public service mission.
Research Questions Answered

Based on the data, the research questions for this study can be answered
as follows:
•

Both provosts and deans believe that their universities place more value on
service than do the liberal arts/sciences schools. Less than a third of deans
responding and less than one fifth of provosts responding claimed that the
schools placed great value on service at these urban institutions.

•

Twenty percent or less of both deans and provosts strongly agreed that
service has a positive impact on promotion and tenure and salary increase
decisions. Only 1 7 percent of deans and 1 1 percent of provosts agreed
strongly that faculty performance expectations in the liberal arts/sciences at
their urban universities reflect the public service mission.

•

More than half of deans and provosts responding reported placing a value of
1 0 percent or less on service when considering promotion and tenure
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decisions. Fifty-six percent of deans and 41 percent of provosts place a value
of 1 0 percent or less on service when considering salary increases.
•

Finally, the majority of deans and provosts responding believe that strategies
and conditions at their institutions do not encourage faculty service activities.
The final chapter will provide discussion of the more qualitative

components of this case study - the follow-up interviews and document
analyses. Key themes will be emphasized; further conclusions will be drawn and
recommendations for subsequent research will be given .

Chapter Five
Follow-up Data, Conclusions and Recommendations

This chapter presents a discussion of the findings and conclusions drawn
around the primary hypothesis for this project: faculty roles and rewards in the
liberal arts/sciences at urban universities are not fully aligned with the service
mission.
Survey responses from all 41 deans were reviewed for selection of those
to participate in follow-up interviews according to the value placed on public
service activities when considering promotion and tenure and salary decisions.
Five deans from each of the following categories were contacted and asked to
respond to a series of follow-up questions: those reporting a value of 1 5% or
higher, greater than 5% and less than 1 5%, less than or equal to 5%, and no
answer to those particular questions. The objective was to compare answers
from deans who placed significantly different values on these activities. Answers
to interview questions are provided in Appendix F.
The interview questions were designed to further assess the role of public
service in the liberal a rts/sciences at these urban universities, to determine if
there are apparent trends in philosophies and practices, and to capture any
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res ponses that could be identified as characteristic of a "successful" model.
They provided an opportunity to assay opinions behind the perceptions.
The follow-up questions were worded as follows:
1 . What role, if any, do the liberal arts play in achieving the public service/

community outreach m ission of your university?
2. Do you think the liberal arts and sciences at your institution are d ifferent from
the liberal arts and sciences at non-urban universities? If so, how are they
d ifferent? If not, do you think they should be different? How are the faculty
activities and expectations of faculty different from what they would be in a
non-urban university?
3. Does your school have guidelines or criteria for evaluating public service
activities? If not, do you think such guidelines would be useful?
4. How would you compare the value of service to a faculty member's d iscipline
to service to the community? Can you give some examples of service or
outreach activities that you think are important when considering evaluation
and compensation decisions and some activities that are not very important?
5. Do you think public service/community outreach should be a h igher priority for
reward in your school? Why or why not?
A number of common opin ions emerged from the deans ' responses to
these questions. Most were in agreement that community service on behalf of
the institution m ust be related to the d iscipline. There also appeared to be
concurrence that the liberal arts/sciences faculty are, as one dean stated, "the
cultural face of the university in and for the community" and that they play a
substantial role i n public service as "part of the intellectual, cultural, political, and
economic life" of the community.
One respond ent, who reported a value of 0% for service activitie s,
appare ntly recogn izes the need for change by comme nting on the recogn ition
es
that fundra ising, in which their school was involved more and more, "requir
e was
partnerships and collab oratio n across the urban area;" therefore, servic
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becoming a higher priority. One dean claimed to be "intensely aware of the
integral connection between the university and the community." Another
commented that "writing grants with agencies and groups . . . are service
activities which also can contribute to teaching and professional growth,
especially for new faculty." The benefits of this type of partnering relationship
were discussed in the review of the literature in this report.
One dean, who reported giving a value of 1 0% to service activities, stated
that, while some individual faculty thrive on the urban/metropolitan involvement,
there are others "who resent the title 'metropolitan' because they believe it limits
the scope and prestige of faculty reach . " This attitude is consistent with what
other stud ies have concluded about faculty clinging to traditional models of
success.
Another responded that, while their university granted some superficial
recogn ition s uch as an annual ceremony honoring community volunteers,
personal service activities "have little or no direct impact on evaluation and
compensation . " O n e dean commented that there i s "no impetus to give g reater
weight to public service" at his institution. "Service . . . is used to evaluate faculty
for annual merit pay, as well as for promotion and tenure. It is usually the least
important, however." This perception reinforces the findings in the first phase of
this study that service is not highly valued by deans when considering faculty
rewards.
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The most common concern was for the need for specific guidelines to
identify, report, define the impact of and evaluate public service activities. Some
deans are encouraging this within their own schools; others seemed to agree
with the statement that "university guidelines . . . could use further clarification
and amplification ." One reported that " . . . the only criteria reads 'serving as a
representative of the university where professionally appropriate' . . . . "
Apparently, the perception was that if a better job of defining the impact of
service could be done, then the degree to which that work was rewarded could
be raised .
One respondent, who reported a value of 0% for service activities, claimed
that "Each department is just now reviSing department evaluation guidelines and
we are going to be more specific about how to report college and community
service. . . . recognizing more and more that service . . . can contribute to
teaching and professional growth . . . ideas are expanding." This opinion would
indicate that if the obstacle of lacking effective guidelines were overcome,
development of faculty roles may proceed accordingly.
One dean stated that such " . . . guidelines . . . could help convince faculty
that service is recognized and important . . . faculty need to be convinced that
(service) has a value as great as teaching and research. " The impression was
that he did not acknowledge his own role in influencing the work of faculty.
Overall, the majority of these deans verbally accord the appropriate
recognition to the service mission in the liberal arts/sciences. However, the
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relative value most of them place on service when considering important salary
and promotion rewards does not "put their money where their mouths are." The
consensus in the literature is that the reward structure is the key ingredient
encouraging innovative institutional development. But, until deans acknowledge
the value of this faculty role and reward it accordingly, change will not occur.
Doc ument Analysis

Examination of the documents collected from the universities revealed
that, as expected , most of the institutions had explicit policies in place affirming
commitment to the trad itional definitions of scholarship and expectations of their
faculty. A number of institutions in recent years, however, have drafted new
"academic plans," "statements of values," "mission statements" or similar
expressions of organizational vision acknowledging the need for reassessment of
faculty work and rewards as a new century approaches. Detailed excerpts from
these documents that represent both the traditional and new perspectives are
included in Appendix E .
A s with the interviews with deans, common themes emerged from these
institutional statements (certain text underlined for emphasis). The concept of
alignment was evident in most that are anticipating future challenges. One liberal
arts school stated in its college-wi de objectives for 1 998-2003 that it would be
"developing and impleme nting procedu res that will align departm ent RPT
(retention , promotio n and tenure) and salary review processes with unit missions
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and priorities" giving the impression that organizational theory regarding
strategies for success is understood .
Schley Lyons, dean of arts and sciences at an urban institution included in
this study, wrote a n article titled "A New Partnership Between the University and
the Community: Education as a Shared Responsibility " for a university
publication. The following is an excerpt.
Part of the transition that is taking place in contemporary
universities is a move away from the traditional model of the
professor as the single disseminator of knowledge and information.
Many a rts and sciences faculty members now focus more on
collaborative and team assignments that make the students and
their projects the center of the classroom instead of the professor.
In such a learning environment, contemporary, real-world problems
are addressed , and both students and faculty focus on the
problems of the larger community and the resources and data
bases available ( 1 995, p. 1 ).
A number of the strategic plans or goals of the liberal arts/sciences
schools stated explicitly that the following activities are essential to realizing their
service mission and, simultaneously, enhancing and enriching faculty work:
•

"

. . . disseminating and integrating new discoveries into the broader

community; "
•

"

. . . enha ncing linkages between College units and community

constituencies;"
•

"

•

"

•

"

. . . having partnerships consonant with its mission;"
. . . addressing intellectual, social and economic needs;"
. . . promoting creative engagement with the community on projects

that serve reg ional needs;"
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"

. . . deliberately and carefully chosen to emphasize . . . contributions

through research or professio nal activities to the intellectual , cultural,
and social well-bei ng of . . . " and
•

"

. . . recognizing that a combination of academic excellence and urban

relevance is central to its development."
The college promotion and tenure guidelines from one institution whose
provost reported a value of 30 percent placed on service activities for both types
of faculty rewards (the dean from this institution did not respond to the survey)
included the following description of service to the community:
Faculty serve the community in a variety of ways, including
developing relationships of consultation with organizations,
businesses, and public agencies; developing and participating in
outreach programs that apply and disseminate knowledge and
creative work beyond the confines of the University; and developing
and participating in partnerships ( such as internship programs)
between academic programs and external agencies. The College
endorses and encourages such activities, because they are
essential to the service mission of the University; because they are
legitimate extensions of scholarship and teaching; because they
help to support and enrich academic programs . . . .
One school, whose leadership reported a value of 20 percent for public
service activities when considering promotion and tenure and salary decisions,
outlined specific objectives in their vision statement as to how to promote faculty
participation in university and community service •

•

Invite and nominate faculty to serve on university committees and community
organizations related to their professi onal expertise or to the university's
mission.
Implem ent a reward structure . . . for chairing major unive �sity com � ittees
and commu n ity organizations related to a faculty membe r s profeSS ional
expertise or to the university's mission .
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•

Investigate the use of sabbatica l leaves for community service.
Incorporate appropriate community service in a workload policy.
An important point to note was this school's acknowledgement of the role

of leadership in bringing about these changes. "One of the more demanding
<

lead ership tasks in the modern university is to redirect a portion of its major
reso urces, such as faculty interests and expertise, research priorities, and
service activities, to community-defined problems."
These schools appear to be making progress in their efforts to adopt the
Boyer typology of faculty work and recognize the benefits of engagement in their
communities. However, the reported actual, historical behavior of deans and
provosts in this study regarding faculty rewards presented a different picture.
These actual statements from academic administrators and official
institutional documents were critical to this research. The goal of this study of
urban universities was to describe the commitment to public service and
community outreach . While a few institutions demonstrated advocacy of
professional outreach, based on data collected and analysis of content of
documents and interview responses in this study, the hypothesis is valid ; faculty
roles and rewards in the liberal arts/sciences at the majority of these urban
universities are not fully aligned with the service mission.
"Successfu l" Schools

Of all the schools whose deans responded, there were three that could be
con,sidered to have achieved alignment with the service mission . The followin g
strategies, struct ures and perceptions characterize these institutions:
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•

•

•

The three deans placed values of 33%, 30% and 25% on public service and
outreach activities when considering promotion and tenure decisions and
30%, 30% and 25% on service when considering salary increase decisions.
Two of the three provosts from these universities responded placing values of
25% and 30%, respectively, on both promotion and tenure and salary
decisions indicating alignment with the practices of the deans.
Two of the three deans claim rates of 70% and 85% in liberal arts/sciences
faculty participation in service activities. The dean allocating the most value
to service reports the least participation 25%. However, that dean has been
in position less than two years, so one might assume his policies are not yet
fully articulated . The provost at that institution, however, indicated
participation of 70%.
All three institutions have service learning programs and formalized faculty
development initiatives/units.
The deans perceive that the university values service relatively highly (,,5," "6"
and "6" on the scale of " 1 " to "?") and also believe that the school values
service fairly highly ("4 ," "6" and "6"). Again, the dean rating his school the
lowest is the one who is newest. The provost at that institution rated the
school at "6" giving the impression that the provost is aware of and agrees
with the dean's position on public service.
The two provosts who responded also believe that their institutions place a
high value on service - ratings of "?" and "?" which indicates alignment in
perceptions of leader values.
The deans all rate certain conditions at their universities relatively highly:
administrative procedures for program approval, program support services
and peer support/academic "culture."
Two of the three universities compensate their faculty under a col lective
bargaining agreement indicating that alignment with the service mission is
possible - perhaps necessary - even within these constraints.
-

•

•

•

-

•

•

These three deans also responded to the follow-up interviews. It is not
surprising that they conveyed strong opinions on this issue. The ideas,
approaches and attitudes they shared are invaluable to this study; therefore,
their responses are presented in detail (certain phrases are underlined for
emphasis):
1 . What role, if any, do the liberal arts play in achieving the public service/
community outreach m ission of your university?
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"While there are a few departments and programs that evince 'organizational'
interest in these activities, my clear impression is that by-and-Ia rge, the College's
role plays out through the commitments of individual faculty" (dean at a Research
I university who reported a value of 33% for public service activities).
"I believe one starts with the mission of the university. Given that liberal arts is at
the core of the university, and if the mission of the university included public
service/community outreach, liberal arts must play a central role in the
achievement of that mission. In the case of our institution, liberal a rts gives
leadership to both its d isciplines and to general education. Service learning . . .
are required as part of general education and are present in almost all
disciplinary majors.
At another level, preparation for active citizenship is at the core of liberal
education . Thus, I believe that by its very nature the liberal arts must be active in
providing oppo rtunities and expectations about public service as a part of civic
responsi bility" (dean at a Doctoral " university who reported a value of 30% for
public service activities).
"We have several partnerships with industry, government, schools, chambers of
commerce. All are crucial to . . . as a metropolitan university. This means we
align our programs with the needs of the community yet strive to achieve national
distinction in these a reas" (dean at a Doctoral " university who reported a value
of 25% for public service activities).
2. Do you think the liberal arts and sciences at your institution are different from
the liberal a rts and sciences at non-urban universities? If so, how are they
d ifferent? If not, do you think they should be different? How are the faculty
activities and expectations of faculty different from what they would be in a
non-urban university?
"The similarity (to the urban cohort) has come rather late, however, and largely
seems to have been a result of the incorporation of a small number of
'professionally related' programs into the college a couple of years ago.
Universities that truly identify as 'urban' share a sense of community
responsibility that I have found lacking in our 'pastoral' brethren . And this sense
of community extends far beyond our commitment to students of the region: the
community is our laboratory, the beneficiary of and partner in our research
activities, our audience and our collaborator in symposia and in other intellectua.1
activities" (dean at a Research I university who reported a value of 33% for public
service activities).
"Li beral arts and science s at urban places might be different by reason of
mission. At our institution, our mission (university and college) specifically
includes profeS Sional outreach and service. It is the mission , therefore, that

makes the di�ere�ce, not the univers ity/college setting or type" (dean at a
Doctoral I I u niversity who reporte d a value of 30% for public service activities).
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" Our liber�1 a rt� areas have applied compon ents, tons of internsh ips and
partn erships with local busines ses" (dean at a Doctoral I I university who reported
a value of 25% for public service activities).
3. Does your school have guidelines or criteria for evaluating public service
activities? If not, do you think such guidelines would be useful?
"Departmental g uidelines address the issue as well, but are very different across
the disciplines" (dean at a Research I university who reported a value of 33% for
public service activities).
Note: This institution's faculty roles and reward policy states that "faculty and
their chairs m u st create faculty work plans that are personally meaningful and
consistent with the department and institutional mission" (Hiley et aI, 1 997, p. 9).
"We tried to b uild our new P&T guidelines (1 997) on the Boyer typology of
scholarship . The g u idelines, therefore, include professional outreach as a form
of scholarship" (dean at a Doctoral I I university who reported a value of 30% for
public service activities).
Note : At this institution, a faculty member's "scholarly agenda . . . articulates the
manner i n which the scholar' s activities relate to the departmental mission and
programmatic goals" (Johnson & Wamser, 1 997, pp. 52-53).
"No. Each u n it - department - determines the weight of such endeavors. The
university as a whole has as a goal to be America ' s leading partnership
university . Thus all u nits m ust report each year their achievements in this area"
(dean at a Doctoral I I university who reported a value of 25% for public service
activities).
4. How would you compare the value of service to a faculty member's discipline
to service to the community? Can you give some examples of service or
outreach activities that you think are important when considering evaluation
and compensation decisions and some activities that are not very important?

"Both types of service are important, of course. And both can contribute to our
national reputatio n . That, of course, is the key to evaluation of faculty activities
irrespective of arena : has a positive contribution to our national reputation been
made through the faculty member's efforts (?) Service t� one's p �ofession that is
national in scope (e.g . , serving as president of a professl � nal soc.lety) can be
very visible and important . So can the use of our wofes�lonal skills to th�
betterment of the public good (e. g . , serving on preSidenti al or gu �er�atonal task
forces). Visibility and quality a re the keys: the nature of the service IS of far less
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importance" (dean at a Resear ch I university who reported a value of 33% for
public service activities).
"We d iffere�tiate s�rvice between professi onal outreach and commun ity service.
The former IS service based on one's knowledge and skills as an academi c
professional. The latter is one's civic responsi bility whether that is to a
com munity organiza tion, a university committee or professio nal/discip linary
orga n ization. Both kinds of service are valued and expected . It is the former that
is evaluated as scholarship and therefore carries more weight in the P&T and
compensation process" (dean at a Doctoral II university who reported a value of
30% for public service activities).
Note: This i nstitution eliminated the term "service" from promotion and tenure
guidelines when they were revised in 1 996. "The new guidelines distinguish
between comm u n ity outreach and governance activities. . . . outreach activities
are those that are tied directly to, and require expertise in one's special field of
knowledge. Such a ctivities usually involve a cohesive series of activities
contributing to the definition or resolution of problems or issues in society. They
are com parable to Ernest Boyer's 'applied scholarship. ' . . . New guidelines offer
the opportunity for community outreach, teaching, and traditional research all to
be performed within a broader understanding of faculty scholarship" (Johnson &
Wamser, 1 997, p . 46) .
"Service to the community is not what we do - we partner with the community.
They spend money as do we with matching programs, joint research, etc. Thus
teachi ng and research are the areas in which faculty effort is recorded and
rewarded. not service" (dean at a Doctoral II university who reported a value of
25% for public service activities) .
5. D o you think public service/community outreach should b e a higher priority for
reward i n you r school? Why or why not?
"Very defin itely. These activities are vital to our success as an i nstitution. When
the institution g ives back to the community, the community gives back to the
institution . We need all the support that we can garner these days.
It is critically i mportant that the College and University conclusively demonstrate
excellence with respect to each component of its historical mission: instruction.
scholarship, and public service. To denigrate any one of these through our
promotion and tenu re or compensa tion decisions is a bad mistake. The
SCiences , the arts, the humanitie s, and universitie s in general alway� have .
existed through one or another form of patronag e . . When .our w?rth IS calle? Into
value - as is increas ingly commo nplace in these difficult fl�cal times - pu�hc
service provide s one importa nt mech anism for the conclUS ive demons�ratlo.n of
our value to society and to our commu nities�' (dea � �� a Research I university
who reported a value of 33% for public service activiti es).
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"Service , especially professio nal outreach, already has a relatively high priority at
our institution. I believe this is appropria te. Now we need to develop effective
assessment tools of profession al outreach as scholarship" (dean at a Doctoral I I
university who reported a value of 30% for public service activities) .
"The concept of comm u nity outreach is the antique. The partnership is the new
con cept that replaces volunteer work with creative, mutually-rewarded research
and teachi ng in the community setting" (dean at a Doctoral I I university who
reported a value of 25% for public service activities).
Key philosophies are articulated clearly in the responses to these openended q uestions:
•

Programs a re aligned with the needs of the community, yet national
distinction still is a goal.

•

The terms "service" and "outreach" are, according to one dean , "somewhat
antiquated ." "Professional outreach" is the activity that is evaluated as
scholarship.

•

Demonstration of the value to society of these institutions is necessary and
possible via professional outreach.

•

Boyer's broadest view of scholarship has been incorporated into efforts to
redefine faculty roles and rewards.

•

"The partnership is the new concept that replaces volunteer work with
creative, m utually-rewarded research and teaching in the community setting."
Partnership u niversities infuse an external orientation into their ongoing
programs (Stauffer, 1 990).
The most noteworthy remarks reflect the philoso phy of these institut ions

that can claim alignm ent - that are positio ned for success - and that view and
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sup port service as scholarship. Faculty work is not considered as discrete
activities b ut as a broad body of scholarly accomplishments. From this
perspective, "knowledge extension and application are more easily integrated
across the full spectrum of the i n stitutional mission rather than grouped under
service and d i sengaged from teaching and research" (Votruba, 1 992, p. 74).
Partnering with their constituencies - serving as an agent of change - is
the role of the modern u rban u niversity. "Urban universities cannot achieve their
missions or respond to their communities if they cling to an outmoded definition
of what is scholarly. . . . U rban and metropolitan universities will have come of
age when faculty realize that their accomplishments are recogn ized by their
colleagues on campus, by their communities, and by their national peers"
(Johnson & Wamser, 1 997, p p . 50 & 59).
A lesson of i m port i n this study is that academe, especially at urban
institutions, should consider professional outreach as a form of SCholarship, as
did Boyer. The u niversity's i ntegration and application of research in and about
the local, regional and g lobal communities are the key to mutually-beneficial
recogn ition of the service m ission and to success as a civic institution. The
defining characteristics of partnership universities are applied research and
external responsiveness (Stauffer, 1 990).
As i n the 1 997 study by Singleton, Burack and Hirsch, leadership emerged
as a critical factor in building the service cultu re in the academic environment.
Based on the value p laced on service and their advocacy for innovative
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strategies for faculty i nteraction with their communities, these deans represent
dramatically d ifferent leadership than do those who still wait for faculty to adopt a
new paradigm on their own .
Analysis of documents from these three "successful" institutions further
supports the conclusion that policies, procedures and faculty expectations are in
alignment with the service m ission and highlights the emphasis on partnership
with the comm u n ity. Again, text is underlined for emphasis:
The following from a liberal arts school whose dean reported a value of 33% for
public service activities when considering promotion and tenure and 30% for
salary decisions and whose provost reported a value of 25% for both -

From the school's m ission statement - " I n both teaching and research, the
College takes seriously the responsibilities of being a part of a public, urban
university. Through service a nd public teaching, we meet the challenges and
oppo rt unities afforded by our metropolitan environment and by our location in the
capital . . . .
From the school ' s promotion and tenure guidelines - "Since service is an integral
part of the mission of the College, faculty members are encouraged to take full
advantage of the U niversity's location to participate in meeting its commitment to
the community . Opportunities for service to the community a re numerous and
varied and may include such activities as the following: psychological services
and cou nseling centers; archival work; archeological work; service to museums,
state governments, and media; surveys and polling; language bank; in-service
training and short courses; writing workshops; summer programs for high school
students a nd/or teachers; consulting for public and private organizations; and
academically-oriented public lectures.
Standards for satisfactory service shall be defined by the Department. For
promotion to associate professor, the candidate must present a record of service
sufficient to indicate a comm itment to the goals of the Department, College and
University . . . . Promotion to professor will require a sustained record of effective
professional service i n the U niversity, at the local level, and in the larger
professional commu n ity ."
''The most sig n ificant feature of the culture change has been a shift away from
thinking of the individual faculty member as the ultimate unit of productivity . . . .
The department has become the primary focus of accountabilit y, and individual
faculty roles and rewards are formulated in terms of the departmenta l mission . . .
faculty work plans a re agreed upon with the chair. . . . The attention of chairs
"
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who did not take the process seriously at first was caught through their own
annual eval uation by the dean" (Hiley et aI, 1 997, pp. 9-1 7) .
The following from an institution whose dean and provost reported a value of
30% for public service activities when considering promotion and tenure and
salary decisions -

From a n institutional center - "Community-University partnerships a re central to
the fulfillment of the urban m ission. To facilitate these partnerships, we plan to
sponsor and develop faculty workshops, a resource library, an interactive data
base, and mini-grants for community-based learning course development.
Comm u nity-U niversity partnerships are a central element in the development of
the Senior Capstone experience. . . . The Capstone is the culminating
educational experience for students as part of the newly implemented General
Education curriculum . . . has . . . primary objectives: to allow students to apply
their a rea(s) of expertise to real issues a nd problems."
"Under the Center's d i rection , the University and the City's Bureau of
Environmental Services are currently involved in a Watershed Stewardship
Partnership. The partnership activities involve two pilot watershed stewardship
programs . . . as well as the development of a training program and public
involvement strategy for involving citizens in water quality and watershed
monitoring . I n addition to the work being done by students, faculty, and
community members . . . a curriculum for certification of citizens to become
watershed stewards is being developed as is a curriculum and evaluation plan for
field-based education activities for students at the . . . middle school . Two
classes were engaged in watershed stewardship activities during the fall 1 995
term: a writing class which participated in stream walks and documented their
experiences and observations, and a math class which modeled water flows in
Johnson Creek and developed storm water drainage plans based on projected
water flows and community input. A comprehensive data system for watershed
stewardship activities is being planned to involve the development of a home
page on the Web a nd an inventory of university and community activities already
underway in watershed enhancement is being developed ."
From the Policies and Procedures for the Evaluation of Faculty for Tenure,
Promotion and Merit I ncreases under "Scholarship" (lengthy section on definition
and evaluation of scholarly activity) "Over time, a n active learner usually moves fluidly among different expressions
of scholarship . . . Appl ication involves asking how state-of-the-art knowledge can
be responsibly applied to significant problems. Application primarily concerns
assessing the efficacy of knowledge or creative activities within a particular
context, refining its implications, assessing its generalizabil ity, and using it to
implement changes.
Under "Community Outreach" - "Scholars can d raw on their professiona l
expertise to engage in a wide array of community outreach. Such activities can
include defining or resolving relevant local, national or internation al problems or
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issues. . . . Scholars who engage in commun ity outreach also should
disse minate promising innovatio ns to appropriate audience s andSUblect their
work to critical review."
The following from a liberal arts school whose dean reported a value of 25% for
public service activities when considering promotion and tenure and salary
decisions -

From the guidelines for tenure , promotion and annual evaluation i n the College "Professional Developme nt and Service. The following Activities may be
included :
- Activity which facilitates the objectives of the University, College, and
department.
- Activity which utilizes professional background and expertise in the community
outside of the U niversity . "
From the m ission statement of the university - "Basic and applied research, a s
well as creative activity, are integral parts of a quality education . . . . faculty are
scholar-teachers . A s such, they create new knowledge, new points of view, and
new means of expression in a broad range of academic, professional, and
socially significant a reas. Their creativity fosters innovation as they convey their
results, methods, values, and expressions to students, colleagues, and the
public. . . . Service to its community is an important extension of the teaching
and research m ission of the U niversity."
From the vision statement of the university - " . . . is future-directed and united in
commitment: a dynamic university with opportunities to take risks; to investigate
creative change; to develop collaborative, cooperative relationships; to form
partnerships. . . . Throughout, the University shows its commitment to the value
of i ntegrating new research knowledge and creative expression into the
.
curriculum . .
As i n the literature on urban universities, emphasis is on utilizing faculty
expertise to address real social issues in a manner that fulfills the urban mission
of the institution. These universities are positioned to make a distinctive
contribution to social change via the application of scholarship to the solution of
community p roblems. Scholarship with local relevance and impact and global
implications is key.
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Contribution to Research and Practice

The contrib ution of this research to the literature is in the form of a unique
study population of urban universities claiming a distinctive mission of public
service with data and analysis for whether or not that claim can be supported.
The cross-sectional study reports actual behavior as well as perceptions and
opinions of academic professionals in positions of leadership.
The contribution to practice is significant. The study gives academic
administrators at u rban universities a better understanding of their influence on
the priorities of faculty as well as different criteria for measuring their institutional
success. It confirms the legitimacy of faculty work that historically has been
undervalued.
The study states and reinforces organizational theory that, in order to
succeed , in order to concentrate on core values and competencies, alignment of
the reward structure with the institution's mission must be achieved (Boyer, 1 996;
Burton & Mora n , 1 995; Cameron, 1 986; Diamond, 1 993; Lawler, 1 987;
Lawrence, 1 993; Melville, 1 99 1 ; Nadler & Tushman, 1 997). The qualitative
analysis identified strengths of reward systems currently in place, such as
creating promotion and tenure guidelines based on Boyer's typology, and
revealed strategies that align programs with community needs and that are used
in encouraging faculty work, such as partnering for mutually-rewarding results.
To conclude, the study here has linked a comprehensive review of the
literature on h igher education in general, and urban universities in particular, with
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theories from organizational design and corporate strategy to challen ge the
hegemony that there is but one model for success in higher educat ion. "We
need a climate in which college s and universities are less imitative, taking pride
in their u niquenes s. It's time to end the suffocati ng practice in which colleges
and universities measure themselve s far too frequently by external status rather
than by values determined by their own distinctive mission" (Boyer, 1 990, p. xiii).
Basic perspectives for dealing with the realities of the twenty-first century focus
"on the legitimacy, even the necessity of multiple higher education objectives to
meet the complex and varied needs of people in the contemporary world"
(Millard, 1 99 1 , p. 266) .
As the future brings new and continuing challenges to U . S. society, the
private sector, the community, parents, students and policy makers all "are
demanding changes in the social contract between higher education and its
constituencies. The challenge for higher education institutions will be to take the
initiative in determining their priorities (including deciding what they cannot do
during an era of constra ints), assessing the outcomes of their goals and
programs, and strengthening their contributions to larger societal needs"
(Zusman, 1 994, p. 360).
The m ost important catalyst of any change in the institutional culture is the
leadership. This internal leadership must provide the infrastructure - faculty
roles and rewards - that is necessary for this cultural transformation.
Organizational culture has significant influence on effectiveness and managers
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can shape the culture that impacts perform ance. Studies have conclud ed that
leadershi p is a critical determi ning factor in faculty acceptance of a distinctive
mission (Holland, 1 99 5 ; Melville, 1 99 1 ; Priem , 1 994). "Certain management
strategies and decision processes, primarily those that aggressively enhance
information sharing and expanded learning opportunities, can help managers and
administrators succeed . . . . " (Cameron & Tschirhart, 1 992, p. 1 04).
Academic leaders have the opportunity, indeed the obligation , to articulate
the institution ' s priorities. Faculty leaders have the greatest impact - they are the
ones who evaluate their colleagues on an annual basis and can engage them in
understanding the benefits of these kinds of activities (Cohen, 1 997) . "Vice
presidents and other administrative officers formulate policies and provide
funding support, but depend upon deans and department heads for
implementation" (Checkoway, 1 997, p. 58) . If deans are to affect change, faculty
must see it in their work expectations and rewards.
Nearly twenty years ago, a comprehensive study of public service was
conducted at more than 300 American Association of State Colleges and
Universities institutions. The 1 980 study findings suggested that providing
leadership was critical for carrying out the service mission.
It is important for those persons already involved in public s� rvice
progra m m i ng , as well as for faculty and staff members cons � de.rlng
service to k now that the chief executive officers of their institutio n
view p � blic service as a major institutio nal resp?ns ibility and
commit ment. . . . Leader ship in this sense Implies not only a
willingn ess to state publicly or reaffirm instituti onal p riorities but also
an active conce rn about the functio n of public service and a
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willingness to examine structures, policies, and practices (Crosson,
1 985, p . 27).
The results of the study conducted for this project focus on the behavior
and philosoph ies of liberal arts/sciences deans at certain urban universities who
play a p rincipal role in aligning faculty roles and rewards with the service mission
in their schools. They demonstrate an advocacy leadership role by placing a
relatively high value on public service activities when considering faculty rewards
and by openly articulating contemporary attitudes about professional outreach .
In the words of one of these academic leaders, "When our worth is called into
value - as is increasingly commonplace in these difficult fiscal times - public
service provides one important mechanism for the conclusive demonstration of
our value to society and to our communities. "
Recommen dations for Future Research

The find ings of this study are descriptive and imply some directions for
future research that may both en hance the understanding of organizational
effectiveness and help to improve the performance of colleges and universities.
A survey of faculty at the three institutions deemed "successful" in achieving
alignment with the service mission would be of great interest to compare to
numerous studies of thousands of faculty who believe public service is not
rewarded . A survey of faculty at all of these urban universities would be
interesting to compare to the responses of the academic administrators.
A comparison of faculty engaged in public service activities by age,
gender and career status/life cycle would provide useful data for academicians
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interested in faculty performance and career planning . Finally, a survey of
constituents in the communities where these institutions are located would offer a
critical perspective a bout the value and impact of professional outreach.
The vision of becoming an eminent metropolitan university is an
enabling one. By choosing to fit into the metropolitan university
model, a u niversity accepts the added obligation to extend its
resources to the surrounding region , to provide leadership in
addressing regional needs and to work cooperatively with the
region's schools . . . . By accepting this mission, a university affirms
that it not only accepts the academic and scholarly obligations and
responsibilities incumbent upon all excellent universities, but that it
intends to extend the expertise and energies of the university to the
metropolitan region . . . (Hathaway, Mulhollan and White, 1 995, p.
1 1 ).
The success of these u n ique institutions is contingent upon alignment of
faculty roles and rewards with the service/outreach mission . Leadership must
address the larger social agenda or these institutions will continue to be on the
defensive about their worth. Pursuing their distinctive m issions is not only a
noble calling b ut a sound business decision. 'The metropolitan university can
become the dominant success model of the twenty-first century for higher
education" ( M ulhollan, 1 995, p. 34).
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Appendix A
Declaration of Metropolitan Un iversities

The journal Metropolitan Universities describes or defines such institutions
as serving an u rb an/metropolitan region and subscribing to the principles outlined
in their " Declaration of Metropolitan Universities:"
We, the leaders of metropolitan universities and col/eges . . .
•

•

•

reaffirm that the creation, interpretation , dissemination , and application of
knowledge are the fundamental functions of our institutions;
accept a broad responsibility to bring these functions to bear on our
metropolitan regions;
commit our institutions to be responsive to the needs of our communities by
seeking new ways of using resources to provide leadership in addressing
metropol itan problems through teaching, research, and service.

Our teaching must
•

•

•

educate students to be informed and effective citizens, as well as capable
practitioners of professions and occupations;
be adapted to the d iverse needs of metropolitan students, including minorities
and u nderserved groups, adults of all ages, and the place-bound ;
combine research-based knowledge with practical application and
experience, using the best current technology and pedagogical techniques.

Our research must:
•

seek and exploit opportunities for l inking basic investigation with practical
application, and for creating interdisciplinary partnerships for attacking
complex, metropolitan problems, while meeting the highest standards of the
academic community.

Our professional service must:
•

.

'

develop creative partnerships with public and private enterprl �es that ensure
the intellec tual resources of our institut ions are fully engage d In mutua lly
beneficial ways;
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•

•

include close working relationships with elementary and secondary schools
aimed at maximizing the effectiveness of the entire metropolitan education
syste m ;
make the fullest possible contribution to the cultural life and general quality of
life of our metropolitan reg ions.
Volume 9 N u m ber 1 (Summer 1 998), p. 1 1 2
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Appendix B
H igher Education Act of 1 965 Title XI

The U. S . Department of Ed ucation publishes criteria that institutions must
meet in order to be designated "urban grant institutions" eligible for funding under
the U rban Comm unity Service program, authorized by Title XI of the Higher
Education Act of 1 96 5 . The program provides grants to institutions of higher
education "to work with private and civic organizations to devise and implement
solutions to pressing and severe problems in their urban communities."
The statutory requirements specified in Title X I , Part A, of the Higher
Education Act of 1 965, provide that an eligible applicant be either:
(a)

A nonprofit municipal university, established by the governing body of the
city in which it is located, and operating as of July 23, 1 992; or

(b)

An institution of h igher education, or a consortium of such institutions any
one of which meets all of the following requirements -

(1)

It i s located i n a n urban area. The term "urban area" means -

(i)

A metropolitan area having a population of not less than 350, 000;

(ii)

Two contiguous metropolitan areas having a combined total population of
not less than 350,000; or

(iii)

I n States without an urban area meeting either of the above criteria, the
urban area designated by the Secretary.

(2)

It d raws a substantial portion (at least 40%) of its underg raduate students
from the u rban a rea in which it is located or from contig uous areas.
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(3 )

It carries out programs to make postsecondary educational opportunities
more accessible to residents of the urban area or contiguous areas.

(4)

It has the present capacity to provide resources responsive to the needs
and priorities of the urban area and contiguous areas.

(5)

It offers a range of professional, techn ical, or graduate programs sufficient
to sustain the capacity of the institution to provide these resources.

(6)

It has demonstrated and sustained a sense of responsibility to the urban
area and contiguous a reas and the people in those areas.
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Appendix C
Urban Universities Included in Survey Sample

I nstitution

Location

Campus
Setting

Arizona State University
Boise State U niversity
Brooklyn College of C U NY
California State University - Fresno
California State U niversity - Hayward
California State U niversity - Long Beach
California State U niversity - Los Angeles
California State U niversity - Sacramento
City College of New York
Cleveland State U niversity
Florida A & M
Florida Atlantic U niversity
Florida I nternational U niversity
George Mason University
Georgia State U niversity
H unter College of C U NY
Indiana U niversity Northwest
Indiana U niversity - Purdue U at Indianapolis
Louisiana State U niversity
Metropolitan State College of Denver
Northeastern Illinois U niversity
Northern Kentucky University
Oakland U niversity
Old Dominion U niversity
Portland State U niversity
San Diego State U niversity
San Francisco State University
San Jose State U niversity
Southern Illinois U niversity - Edwardsville
Southwest Missouri State Un iversity
Temple U niversity
Texas Woman's U niversity
Towson State U niversity
University of Alabama - Birmingham
U niversity of Arkansas - Little Rock
U niversity of Central Florida
U niversity o f Central Oklahoma

Tempe, AZ
Boise, 1 0
Brooklyn, NY
Fresno, CA
Hayward , CA
Long Beach, CA
Los Angeles, CA
Sacramento, CA
New York, NY
C leveland , OH
Tallahassee, FL
Boca Raton , FL
Miami, FL
Fairfax, VA
Atlanta, GA
New York, NY
Gary, I N
Indianapolis, I N
Shreveport, LA
Denver, CO
Chicago, l L
Highland Hghts, KY
Rochester, MI
Norfolk, VA
Portland, OR
San Diego, CA
San Francisco, CA
San Jose, CA
Edwardsville, I L
Springfield, MO
Philadelphia, PA
Denton, TX
Towson, MD
Birmingham, AL
Little Rock, AR
Orlando, FL
Edmond, OK

Suburban Research I
Urban
Master's
Urban
Master's
Urban
Master's
Suburban Master's
Suburban Master's
Urban
Master's
Urban
Master's
Urban
Master's
Urban
Doctoral
Suburban Master's
Suburban Doctoral
Urban
Doctoral
Suburban Doctoral
Doctoral
Urban
Urban
Master's
Master's
Urban
Doctoral
Urban
Urban
Master's
Baccalaureate I I
Urban
Master's
Urban
Suburban Master's
Suburban Master's
Doctoral
Urban
Doctoral
Urban
Doctoral
Urban
Master's
Urban
Master's
Urban
Suburban Master's
Suburban Master's
Research I
Urban
Suburban Doctoral I
Suburban Master's I
Research I
Urban
Master's I
Urban
Suburban Doctoral I I
Suburban Master's I

*

Carnegie
Classification

*
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Appendix C
Urban U n iversities Included in Survey Sample
Campus

Carnegie

Location

Setting '

Classification '

U n iversity of C i ncin nati

Cincinnati, OH

U niversity of Colorado - Denver

U rban

Research I

Denver, CO

U niversity o f Houston

U rban

Doctoral I I

Houston, TX

U n iversity o f I lli nois - C h icago

Urban

Research I I

C h icago, I L

Urban

U n iversity of Louisville

Research I

Louisville, KY

Urban

U n iversity of Massach usetts - Boston

Doctoral I

Boston, MA

U rban

Master's I

I nstitution

U n iversity of Memphis

Memphis, TN

Urban

Doctoral I

U n iversity of M ichigan

Flint, M I

Urban

Master's I
Research I

U niversity of M i n nesota - Twin Cities

M in neapolis, MN

U rban

U niversity of Missouri - Kansas City

Kansas City, MO

Urban

Doctoral I

U niversity of Missouri - SI. Louis

SI. Louis, MO

Suburban

Doctoral I I

U n iversity o f Nebraska - Omaha

Omaha, N E

U rban

Master's I

U n iversity of Nevada - Las Vegas

Las Vegas, NV

Urban

Master's I

U n iversity of New Orleans

New Orleans, LA

U rban

Doctoral I I

U n iversity o f North Carolina - C harlotte

Charlotte, NC

U rban

Master's I

U n iversity of N orth Carolina - Greensboro

Greensboro, NC

Urban

Doctoral I

U n iversity of N orth Florida

Jacksonville, FL

Urban

Master's I

U n iversity of North Texas

Denton, TX

U rban

Doctoral I

U n iversity of Pittsburgh

Pittsburg h , PA

U rban

Research I

U n iversity of South Carolina

Col u m bia, SC

U rban

Research I I

U n iversity o f South Carolina - Spartanburg

Spartanburg, SC

U rban

Baccalaureate I I

U n iversity o f South Florida

Tampa, FL

Suburban

Research I I

U n iversity o f Southern Maine

Portla nd, ME

U rban

Master's I

U niversity of Ten nessee - C hattanooga

Chattanooga, TN

Urban

Master's I

U n i versity of Texas - EI Paso

EI Paso, TX

Urban

Master's I

U n iversity of Texas - San Antonio

San Antonio, TX

Suburban

Master's I

U n iversity of Toledo

Toledo, OH

Suburban

Doctoral I

U n iversity of Wisconsin - M i lwaukee

Milwaukee, WI

U rban

Research I I
Research I

Virginia Com m onwealth U n iversity

Richmond, VA

Urban

Washburn U n iversity

Topeka, KS

U rban

Master's I

Wayne State U n iversity

Detroit, MI

U rban

Research I

Wichita State U n iversity

Wichita, KS

U rban

Doctoral I I

Wright State U n iversity

Dayton, OH

Suburban

Doctoral I I

•

Source: Peterson's Register o f Higher Education 1 9 9 7

Appendix 0
Survey Instrument

1 98

1 99

A
S U RVEY

OF
U R BAN U N IVERSITIES

Dea n s :
Please answer all of the questions in this survey and return it in the
enclosed postage paid envelope at your earliest convenience _
by February 23. 1 998, if possible

Thank you in advance for your valuable assistance.

David R. Hiley, Vice Provost
for Academic Affairs
Jackie C Elston, Research Assistant
Virginia Com monwealth U niversity

This su rvey was designed to fit on both sides of an 8 '12' x 14" folded page.
.
It was sent to participants in that format along with the cover letter.
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U R BAN U NIVERSITY SURVEY
The questions that follow deal with public service and communi ty outreach activities.
For the purposes of this survey, public service and community outreach are defined
as a
programmatic relationsh ip between a college or university and external groups, or community
outreach by an individual faculty member, to bring knowledge resources more directly and
effectively to bear upon the identificatio n, understand ing and resolution of public and
social problems.
Public service and community outreach may be delivered through training programs, workshops,
applied research, technical assistance, public teaching, and the like.
Please note that these questions do not apply to volunteer work of a purely personal nature
( L e . , not related to one's disciplinary expertise) or paid consulting.

Practically no
value at all

Great
value

1 . Please use the rating scale to indicate how much value

is placed on public service and community outreach
activities by your u niversity :

2

3

4

5

6

7

2

3

4

5

6

7

2 . Please use the rating scale to indicate how much value

is placed on public service and community outreach
activities by your school/college.

Strongly
Agree

Strongly
Disagree
3 . I n general, faculty performance expectations reflect the

public service mission of your institution.

2

3

4

5

6

7

2

3

4

5

6

7

2

3

4

5

6

7

2

3

4

5

6

7

4. For the most part, faculty in your school/college attach

a great deal of importance to public service and
community outreach activities

5. Participation in public service and community outreach

activities has a positive impact on faculty promotion
and tenure decisions in your school/college.

6. Participation in public service and community outreach

activities has a positive impact on faculty salary
increases in your school/college.
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7 . Please indicate the relative value you actually place on these activities when considering

promotion and tenure and salary increase decisions. The total should
Promotion and Tenure
teaching
research (publications, grants,
contracts, other scholarly
activities, etc.)
academic/administrative service
public service and community outreac
c:.h-'-...
)
other (specify

_
_

=

1 00%.

Salary Increases
teaching
research (publications, grants,
contracts, other scholarly
activities, etc. )
academic/administrative service
::;.
h:....public service and community outreac
other (specify
)

_
_

1 00%

1 00%

8. To what extent are each of the following conditions at your university conducive to encouraging

faculty participation in public service and outreach activities?
Encourage
Participation

Discourage
Participation
a. University recogn ition for faculty participation

2

3

4

5

6

7

b. Policies regarding faculty compensation

2

3

4

5

6

7

c. Peer support/academic "culture"

2

3

4

5

6

7

2

3

4

5

6

7

e. Financial policies for sharing costs and revenues

2

3

4

5

6

7

f. Availability of appropriate facilities and equipment

2

3

4

5

6

7

g. Administrative procedures for program approval

2

3

4

5

6

7

2

3

4

5

6

7

d. Financial procedures for expenditures/cost accounting

h. Program support services

1
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9. About what percentage of the faculty in your school/college are involved in
public service and/or com m u n ity outreach activities?

%

--_

1 0 . In your opinion, should faculty be al lowed a reassignment of teaching
responsibilities if they are involved in public service and/or com m u n ity
outreach activities?

( please circle one)

1 1 . In your opinion, should your school/college

Yes

No

Sometimes

the

n u m ber of p u blic service and com m u nity outreach activities
in which it is i nvolved .

( please ci rcle one)

Decrease

I ncrease

Maintain

1 2 . Your u n iversity and/or school/college curriculum includes a service
learning program for students.

Yes

( please ci rcle one)

No

1 3 . You r u n iversity has a formalized faculty development i n itiative/unit to
encourage faculty involvement i n public service and com m u n ity outreach.
( please circle one)

Yes

No

Yes

No

1 4 . Your faculty are com pensated i n accordance with a collective bargaining
contract.

(please circle one)

Additional Com ments. Please use the space below for any additional comments you may
wish to m a ke on this subject. In particular, what factors at your institution encou rage
participation i n p u b l ic service and com m u nity outreach prog rams? What factors at your
i n stitution are considered obstacles to participation i n public service and com m u nity

outreach activities?

THANK YOU!

I ndividual Completin g Survey _________________
School or College
_..;..
: _______________
E-mail address:

_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_

RETURN TO:

Jackie Elston
Box 843008
VCU
Richmond, VA 23284-3008
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A
SURVEY
OF
U RBAN U N IVERSITIES

Provosts/Chief Academic Officers:
Please answer all of the questions in this survey and return it in the
enclosed postage paid envelope at your earliest convenience by April 1 3, 1 998, if possible.
Thank you in advance for your valuable assistance.

David R. Hiley, Vice Provost
for Academic Affairs
Jackie C. Elston, Research Assistant
Virginia Commonwealth University

This survey was designed to fit on both sides of

8 '/2' x 1 4" folded page.

It was sent to participants in that format along with the cover letter.
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U RBAN U NIVERSITY SURVEY
These questions deal with public service and community outreach activities at
your institution.
For the purposes of this survey, public service and community outreach are defined as a
programmatic relationshi p between a college or university and external groups, or community
outreach by an individual faculty member, to bring knowledge resources more directly and
effectively to bear u pon the identification, understandi ng and resolution of public and
social problems.
Public service and community outreach may be delivered through training programs, workshops,
applied research, techn ical assistance, public teaching, and the like.
Please note that these questions do not apply to volunteer work of a purely personal nature
(Le., not related to one's d isciplinary expertise) or paid consulti ng.

1 . Please use the rating scale to indicate how much value

Practically no
value at all

is placed on public service and community outreach
activities by your university:

Great
value

2

3

4

5

6

7

2

3

4

5

6

7

2 . Please use the rating scale to indicate how much value

is placed on public service and community outreach
activities by your liberal arts/humanities/sciences school.

Strongly
Agree

Strongly
Disagree
3. Faculty performance expectations in the liberal arts/

humanities/sciences reflect the public service mission.
3 . 5 Faculty in the liberal arts/humanities/sciences at your

institution are fulfilling the public service mission.

2

3

4

5

6

7

2

3

4

5

6

7

2

3

4

5

6

7

2

3

4

5

6

7

2

3

4

5

6

7

4 . Participation in public service and community outreach

activities by the liberal arts/humanities/sciences faculty
is essential to articulation of the service mission.

�

5. Participation in public service and community ou reach

activities has a positive impact on faculty � romotlon and
tenure decisions in the liberal arts/humanities/sciences.
6. Particip ation in public service and commu nity outreach

activities has a positive impact on faculty salary
increases in the liberal arts/hu manities/sciences.

1
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7. Please indicate the relative value you actually place on these activities when considering

promotion and tenure/salary increase decisions for liberal arts/humanities/sciences faculty.
The total should

=

1 00%.

Promotion and Tenure
teaching
research (publications, grants,
contracts, other scholarly
activities, etc.)
academic/administrative service
public service and community outreac..:..;
h�
other (specify
)

_
_

Salarv I ncreases
teaching
research (publications, grants,
contracts, other scholarly
activities, etc.)
academic/administrative service
public service and community outreac.:..;
h
)
other (specify

_
_
_

1 00%

1 00%

B. To what extent are each of the following conditions at your university conducive to encouraging

faculty participation in public service and outreach activities?
Encourage
Participation

Discourage
Participation
a. U niversity recognition for faculty participation

2

3

4

5

6

7

b. Policies regarding faculty compensation

2

3

4

5

6

7

c. Peer support/academic "culture"

2

3

4

5

6

7

d. Financial procedures for expenditures/cost accting

2

3

4

5

6

7

e. Financial policies for sharing costs and revenues

2

3

4

5

6

7

2

3

4

5

6

7

2

3

4

5

6

7

2

3

4

5

6

7

f. Availability of appropriate facilities and equipment

g. Administrative procedu res for program approval

h. Program support services
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9. Please estimate the percentage of the faculty in the liberal arts/humanities/sciences

%

that are involved in public service and/or community outreach activities?
1 0 . In your opinion , the number of public service and community outreach

activities in which the liberal arts/sciences/humanities faculty are
involved should
. (please circle one)
decrease

stay the same increase

1 1 . In your opinion, should faculty be allowed a reassignment of teaching
responsibilities if they are involved in public service and/or community
outreach activities?
(please circle one)
Yes

No

Sometimes

1 2 . Your university and/or school curriculum includes a service learning

program for students.

(please circle one)

Yes

No

encourage faculty involvement in public service and community outreach.
(please circle one)
Yes

No

1 3 . Your u niversity has a formalized faculty development initiative/unit to

1 4. Your faculty are compensated in accordance with a collective bargaining

contract.

(please circle one)

Yes

No

Additional Comments. Please use the space below for any additional comments you may wish
to make on this subject. In particular, what factors at your institution encourage participation
in public service and community outreach programs?
What factors at your institution are considered obstacles to participation in public service
and community outreach activities?

THAN K YOU I

I ndividual Completing Survey:
E-mail address:

_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_
_

RETURN TO:

Jackie Elston
Box 843008
VCU
Richmond, VA 23284-3008
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Appendix E
Document Analysis

The excerpts that follow represent both the traditio nal and new
perspectives (again, certain phrases are underlin ed by the author for emphas
is):
The following from a liberal arts school whose dean reported a value of
1 5% for
public service activities when considering promotion and tenure
_

"The Reassign m� nt of Duties Program has provided an opportunity for 1 57
faculty members In the College of Arts and Sciences to realize specific scholarly
ambitions . . . .
"College-wid e Objectives: 1 998-2003 - Developing and implementin g
procedures that will align department RPT (retention, promotion and tenure) and
salary review processes with unit missions and priorities."
"

The following from a liberal arts school whose dean reported a value of 1 0% for
public service activities when considering promotion and tenure and salary
decisions and whose provost reported a value of 30% for both -

From the "College of Arts and Sciences Statement of Values" - "We believe our
College has a central role to play in the economic and cultural growth of our city."
From the Faculty Handbook - "Appl i cation adds to existing knowledge in the
process of applying intellectual expertise to the solution of practical problems and
results in a written work shared with others in the discipline or field of study. The
scholarship of application includes developing content-based seminars and
workshops, providing technical assistance, and evaluating public and private
sector institutions, processes, and policies, when such activities result in written
work open to peer review."
"Outreach, or service to the community, primarily involves sharing professional
expertise with the wider community and should directly support the goals and
m ission of the U n iversity. . . . Community outreach is particularly valuable for an
u rban u n iversity such as . . . . "
The following from an institution whose dean reported a value of 1 0% for public
service activities when considering promotion and tenure and salary decisions -

From the m ission statement of an Office of Community Service Learning - " . . .
promotes and encourages opportunities for community service and service-
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learning that enhance studen t learnin g, advance commu nity develop ment and
respond to societal issues and concern s."
From the vision stateme nt - "Comm unity service is valued. "
Fro � the College �f Arts and �ciences Faculty Workload docume nt "Major
servl ?e roles - Major leadersh ip roles in the College or the University will be
conSidered as part of the faculty workload . Example s of these are service on the
College Executiv e Committee or University Senate Executive Committee, chair
or subcomm ittee ch air of U niversity Senate committees, members hip on the
.
College P&T committee, departme ntal graduate or undergrad uate directorsh ips,
and service to the profession on a national level."
From the u n iversity strategic plan - . . . recognizes that a combinatio n of
academic excellence and urban relevance is central to its development and has
deliberately and carefully chosen to emphasize: . . . contributions through
research or professional activities to the . . . social well-being of. . . .
_

"

The following from a liberal arts school whose dean reported a value of 1 0% for
public service activities when considering promotion and tenure and salary
decisions -

From the school ' s strategic plan - "The College of Liberal Arts seeks not only to
provide a responsive environment for exploring new frontiers of human
knowledge, but also for d isseminating and integrating new discoveries into the
broader comm unity ."
From the school's strategic goals for 1 997-98 "Enhance linkages between
College u nits and community constituencies through a broader range of
instructional opportunities, consultation, and collaboration."
-

The following from an institution whose dean reported a value of 1 0% for public
service activities when considering promotion and tenure -

From the university's strategic priorities - " . . . will have partnerships consonant
with its m ission as an urban, comprehensive university. Faculty, staff, and
students will provide community service and will address intellectual, social, and
economic needs regionally, nationally, and internationally .
From the school's promotion and tenure policies and procedures - "Service to
the local, national, and international community can provide examples for the
classroom and experiences that broaden and deepen scholarly and creative
activities. Com m u n ity service promotes the goals of the university by extending
learning into the community."
The following from a liberal arts school whose dean reported a value o f 1 0% for
and salary
public service activities when considering promotion and tenure
decisions .

With
From the school 'S m ission statement - " . . . promote creative engagement
the
g
at
�
t
.
.
insu�in
the . . . commu nity on projects that serve regiona l need� : :
ary
lines.
isCiplin
d
Colleg e merit guide lines suppo rt . . . outreach beyond
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From th e school's faculty workload policy - "Service includes, but is not limited
.
to, public com m u � i !y, u � iversity, and professional service i ncludi ng research,
:
consulta�lon, admlnlstratlon, or other services directed toward the university,
.
comm � n lty, or profeSSional association to which the faculty member belongs and
for which the faculty member is not compensated monetarily."
The following from a n institution whose provost reporled a value of 20% for
public service activities when considering promotion and tenure and salary
decisions -

From the College of "Arts and Sciences Vision Statement" - Promote faculty
participation in u niversity and community service •
I nvite and nominate faculty to serve on university committees and community
organizations related to their professional expertise or to the university's
m ission.
•
Implement a reward structure in the EDO process for chairing major university
committees and community organizations related to a faculty member's
professional expertise or to the university's mission.
•
I nvestigate the use of sabbatical leaves for community service.
•
I ncorporate appropriate community service in a workload policy.
The following from a liberal arls school whose dean reporled a value of 1 5% for
public service activities when considering promotion and tenure and 1 0% when
considering salary decisions -

From "A New Partnership Between the University and the Community" by Schley
R. Lyons in a school brochu re - "One of the more demanding leadership tasks in
the modern u niversity is to redirect a portion of its major resources, such as
faculty i nterests and expertise, research priorities, and service activities, to
community-defined problems. B usiness, industry, and public sector agencies will
gain and also the university because such partnerships provide the opportunity to
develop new learning experiences for students and additional revenue resources.
As universities across the country a re being told by consumers and state
legislators to trim programs, rethink missions, and operate more efficiently,
partnerships between institutions of higher education and various public and
private sector agencies provide the oppo rtunity to accomplish more with less and
still offer superior educational experiences.
Part of the transition that is taking place in contemporary universities is a move
away from the traditional model of the professor as the single disseminator of
knowledge and information . Many arts and sciences faculty members now f�cus
more on collaborative and team assignments that make the students and their
projects the center of the classroom instead of the professor. In such a learning
environme nt. contempo rary, real-world problems are addressed , and both
students and faculty focus on the problems of the larger commun ity and the
resources and data bases available."

210

Appendix F
Fol low-up Interviews - Questions and Answers

Five deans from each of the following categories were contacted and
asked to respond to a series of follow-up questions: those reporting the value of
1 5% or higher, greater than 5% and less than 1 5%, less than or equal to 5%, and
no answer. The objective was to compare answers from deans who placed
significantly d ifferent values on these activities.
Electronic mail was chosen as the method of communication with the
follow-up study g roup. Based on experience in university environments, it was
assumed that busy academic professionals would be more likely to respond at
their own convenience and in more detail via email than if they were contacted by
telephone. Also, the email provided a permanent copy of the written answers, in
the deans' own words, for use in analysis.
Three attem pts to contact each dean were made. No additional
messages were sent if the dean had not responded after the third email. Nine of
the 20 deans responded to the questions, yielding a 45 percent response rate.
Fortunately their answers represent a diversity of attitudes and identified some
flaws in the current reward systems as well as some ideas for improvement.
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Responses were received from three deans reporting values of 1 0% or
less or giving no answer to the q uestion regarding actual behavior when
considering promotion and tenu re and salary increase decisions. Three deans
who placed values of 1 5 to 20% on public service activities and three deans who
reported from 25 to 33% value on those activities responded to the follow-up
q uestions.
Selected responses to the five follow-up questions are quoted below
(certa i n phrases are underlined for emphasis). Not all deans answered all
q uestions. Responses from deans at the three "successful" schools (see page
1 37 of study) are included in the text of Chapter 5 .
1 . What role, i f a ny, do the liberal arts play in achieving the public service/
community outreach m ission of your university?
"The A&S faculty are eval uated on community service as part of their service
component for annual merit increases. They also help direct A&S majors in a
wide variety of i nternships a nd practica. Our majors earn over $1 ,000,000 a year
working in community agencies . . . " (dean at a Baccalaureate II four-year
u niversity who reported a value of 0% for public service activities).
"Our College of Liberal Arts plays a substantial role in public service/outreach in
a variety of ways" (dean at a Doctoral I I university who reported a value of 1 0%
for public service activities).
" . . . as members of the university community and as members of the larger
community, both individual faculty and official departments are very much a part
of the intellectual. cultural, political. and economic life of this community" (dean at
a comprehensi ve Master's I institution who reported a value of 1 5% for public
service activities).
" . . . School of Liberal Arts plays a major role. It has a number of centers and
outreach programs that are important to the campus . . . " (dean at a Doctoral I I
university who reported a value of 1 6.5% for public service activities).
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" . '. : . a n important role in the arts (music, dance, theatre, multicultu ral events,
.
symposia , conferenc es, talks, film series, literary series, etc. We are, in many
ways, the cultural face of the university in and for the community" (dean at a
Doctoral I u niversity who reported a value of 20% for public service activities).
"We have important programs in h istorical archaeology , criminal justice, women's
studies, public policy, environmenta l and coastal studies, bilingual/Engli sh as a
second language, not to mention art. Faculty and students do research and
professional service, some attached to centers and institutes. In other words, I
think of u s as making important contributions" (dean at a Master's I university
who did not specify a relative value for public service activities).
2 . Do you think the liberal arts and sciences at your institution are different from
the liberal a rts and sciences at non-urban universities? If so, how are they
different? If not, do you think they should be different? How are the faculty
activities and expectations of faculty d ifferent from what they would be in a
non-urban university?
"In some ways, we have to work harder to become a part of the community. I n
smaller towns, the faculty are a utomatically known and asked to be involved .
Here , that is not always the case because faculty could remain anonymous to the
community" (dean at a Baccalaureate II four-year university who reported a value
of 0% for public service activities).
"It is not so much the expectations for faculty that differ from non-urban
(metropolitan) u niversities as it is the opportunities. I think we should and do
have more u rban i nvolvement than do schools located farther from urban
centers. Many faculty thrive on this. There are others, however, who resent the
title 'metropolitan ' because they believe it limits the scope and prestige of faculty
reach" (dean at a Doctoral II university who reported a value of 1 0% for public
service activities).
"I don't think the arts and sciences here are different in major ways. We are an
undergradu ate teaching institution so less emphasis is placed on research than
at Carnegie I institutions and more emphasis is placed on teaching and
community service, but I don't think that changes the core nature of the
d isciplines. We do value community service more highly �eca�se we are
intensely aware of the integral connectio n between the university and the
community , and our expectati ons for scholarsh ip a r� le�s rig ? rous because of the
teaching load . H owever, our scientists are �ery active In. their .Iabs and
continu ally q uestion the nature of human beings and their enVlron � ent; .the
artists create and perform art, the social scientists and the humanists stili ask
q uestion s about the nature of human kind and its instituti ons. What else would
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arts and sciences be?" (dean at a comprehensive Master's I institution who
reported a value of 1 5% for public service activities).
"Service t? the �o��unity is more important here, I think, because of . .
. being
.
an urban Instituti on (dean at a Doctoral II university who reported a value of
1 6.5% for public service activitie s).
"I think the question is not posed properly. I believe your question is really about
how urban and non-urba n i nstitution s perceive their missions , and arts and
sciences within that mission . I have worked at both kinds of institution s . . . . and
our college, as well as others, have a strong commitme nt to and engageme nt in
the communit y. Faculty here expect to be a part of that community activity and
many of them thrive on it. We also have an extensive distance education
delivery system so our academic programs involved in that part of teaching have
another 'external' com mitment not common to a strictly residential campus; the
use of technology in distance education does have a definite impact on our
programs" (dean at a Doctoral I university who reported a value of 20% for public
service activities).
3. Does your school have guidelines or criteria for evaluating public service
activities? If not, do you think such guidelines would be useful?
"Each department is just now revising department evaluation guidelines and we
are going to be more specific about how to report college and community service.
For a long time, we have recogn ized that some d isciplines are more community
service i ntensive, e.g . ; social work, Chicano studies, and this has been very
important in evaluation of faculty. However, this segment is never as important
as teaching and professional growth. However, we are recognizing more and
more that service. say in partner schools. and writing grants with agencies and
groups. these are service activities which also can contribute to teaching and
professional growth. especially for new faculty. So, we are encouraging
departments to cou nt these activities in teaching, e.g . ; curriculum development,
when possible. I believe our ideas are expanding" (dean at a Baccalaureate I I
four-year university who reported a value of 0 % for public service activities).
"Service, along with research a nd teaching, is used to evaluate faculty for annual
merit pay, as well as for promotion and tenure. It is usually the least important,
however. While the university considers public service to be a contributing
factor, I am aware of no clear guidelines or criteria. Generally speaking, a
distinction is made between service that is related to one's discipline and service
that is not. To use actual cases: an art faculty member participating in a mayoral
campaign is largely personal, while a political science f� culty member who works
with a senator is profession al" (dean at a Doctoral I I university who reported a
value of 1 0% for public service activities ).

214

"The univers ity guidelin es say that service to the commun ity is the respons ibility
of eac� fac�lty membe r, but the only criteria reads 'serving as a representative of
the u n iversity where profess ionally appropriate.' I think this latter statement
could �se �urt�er clarificat ion and amplification" (dean at a compreh ensive
.
Master s I Institutio n who reported a value of 1 5% for public service activities ).
"I think . . . is wo rking on guidelines . . . could help convince faculty that service is
.
.
recognized and Important" (dean at a Doctoral II university who reported a value
of 1 6.5% for public service activities).
"Our g �idelines are fairly generic: quality of service to department, college,
univerSity, com m unity and profession" (dean at a Doctoral I university who
reported a value of 20% for public service activities).
"We have a merit review process that begins in departments, moves up through
colleges to the campus level, which takes service seriously. We don't have
guidelines but rather a body of precedents and practices. Let there be no doubt
that public service plays a role in promotion and tenure, but it varies by
department or area" (dean at a Master's I university who did not specify a relative
value for public service activities).
4. H ow would you compare the value of service to a faculty member's discipline
to service to the community? Can you give some examples of service or
outreach activities that you think are important when considering evaluation
and compensation decisions and some activities that are not very important?
"Some of the value is d iscipline-based. The partner schools is a concerned effort
we have with the Education faculty, so this is a broader and more organized
activity. Singing in the church choir or d irecting a scout troop, unless tied very
clearly to education is not as valuable, of course. We are also talking a great
deal a bout unpaid work is truly service and paid work may be consulting. We
have not resolved how m uch money it takes to be a consultant. This is a very
serious d iscussion on our campus. The situation revolves around the Business
School where faculty make quite a bit of money as consultants, and therefore do
not do the 'purer' community and college service" (dean at a Baccalaureate I I
fou r-year u niversity who reported a value of 0 % for public service activities).
'While personal service activities have little or no direct impact on evaluation and
compens ation, they do offer some reflection on the person's character and
visibility in the commun ity. I ndeed , the university has an annual ceremon y to
honor faculty and staff who have been volunteers i.n the commun ity duri � g t � e
past year. Thus, while often murky, nearly all service has some at least Indlr�ct
reward" (dean at a Doctoral I I university who reported a value of 1 0% for public
service activities).
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"�t an ur�an instituti?n I �hink service to the commu nity compares very favorab ly
:
with service to the disciplin e. I do think though that commun ity service must be
con nec�ed to th� ?is�ipline; that is, the individua l should be using his/her
professl? na 1 training In the service. For example , a number of our biologists are
.
.
very active In the commun ity in regard to issues of ecology and the environm ent.
Governm ent agencies turn to them for expertise as do develope rs and planners.
I thi n k their role is a very important one in the community. On the other side of
the issue, I don't think church related activities are appropriate as service.
Certainly this is an important personal matter, but I do not buy the argument that
because one 'teaches' Sunday school, one is involved in professional service to
the community" (dean at a comprehens ive Master's I institution who reported a
value of 1 5% for public service activities).

"Both are important. I wouldn't rate one higher than the other. It's not possible to
say whether a particular kind of service or performance of service is valuable per
se. all service needs to be valued on the basis of its results. Have there been
demonstrable achievements that can be shown to have resulted from the
service? Merely to have done it or to do it, even if it seems very important, won't
make it important unless it's been done well and has resulted in something that
wasn't there before it was done. That's got to be the only criterion for the value
of all service" (dean at a Doctoral II university who reported a value of 1 6.5% for
public service activities).
"Comm u n ity service can be just as significant as professional service, depending
on the activity, the faculty member's contribution, and the mission of the
department. For example, one of our faculty in music has been asked to work
with public schools, visit classes, give viola performances, and mingle with local
youth as m uch as possible. This is important to the department's recruitment
efforts, but it is also important to our diversity efforts at the institution because he
is a brilliant African American concert viola player" (dean at a Doctoral I university
who reported a value of 20% for public service activities).
"Both types of service are taken seriously. We have no guidelines and rely on
precedents and practice emanating from the departments and moving through
the college to the campus level" (dean at a Master's I university who did not
specify a relative value for public service activities).
5. Do you think public service/community outreach should be a higher priority for
reward i n your school? Why or why not?
"It is becomi ng a hig her priority as we take our �rban miss.i�n mor� and m?re
seriously . We are a lso getting more and more Into fundrals lng which requires
partners hips and collaboration across the urban area and the state . . . to say
r
nothing of other colleges and universities" (de�n at a. Bacc� I �� reate II four-yea
s).
activitie
service
public
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"JUS! as what stu ents learn is ultimately more important than what faculty teach,

I believe that the Impact of one's service is more important than the amount of
activity. If we can do a better job of defining such impact. whether it be in
comm u n ity service or elsewhere. then I believe we should correspondingly raise
the degree to which such work is rewarded" (dean at a Doctoral I I university who
reported a value of 1 0% for public service activities).
"Actually, I think we have it about right here. Though the troika of teaching,
s�hplgrship, and service is not offiCially weighted, there is, in the college, an
implicit agreement. Teaching is 60-75% of our responsibility; scholarship and
service a(e the remaining 40-25%. Though no one can contribute 0 in either
'
s6�olarsh ip or service, faculty are allowed some flexibility in assigning weight.
wQuld say most faculty spend the remaining commitment in roughly 20% for
schola rship and 1 0% for service, but this does vary from individual to individual
and from year to year" (dean at a comprehensive Master's I institution who
reported a value of 1 5% for public service activities).

"Theoretically. no. it is valued for reward as highly as teaching and research; but
in practice. faculty need to be convinced that it has a value as great as teaching
and research" (dean at a Doctoral II university who reported a value of 1 6.5% for
public service activities).
"I thi n k we a l ready value it relatively highly - but not as important as teaching and
research. which is as it should be. in my view" (dean at a Doctoral I university
who reported a value of 20% for public service activities).
"There is no impetus to give greater weight to public service, but this is not to say
that we do not take such service very seriously. Case in point: . . . director of our
Bilingual/E SL master's program, was made a Distinguis hed Professor by our
Board of Trustees this year, based on very significan t publicatio n but also a very
distinguis hed record of public service and teaching" (�ean a� a Ma�t��'s I
university who did not specify a relative value for public service activities ).
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